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ABSTRACT 

 

 
We live in a world that requires us to adapt to change rapidly in both professional and 

personal settings (Lorenzi & Riley, 2000; Murthy, 2007).  For many businesses, change is a way 

to survive in a competitive market.  Businesses must react quickly in order to remain competitive 

and overcome challenges in a volatile environment.  One way to react effectively is to implement 

a Change Management methodology in the organization.   

The purpose of this study was to validate and strengthen the competencies published by 

the Association of Change Management Professionals (ACMP).  It also aimed to identify the top 

five most critical competencies from the ACMP Standards and to examine how the critical 

competencies are applied in organizations.  A survey research design was implemented in two 

phases; both quantitative and qualitative data were collected. 

A total of 240 ACMP members completed an online questionnaire designed to answer 

two research questions – (1) What ACMP competencies do practitioners perceive as critical to 

the success of a change management project?  (2) What other competencies do practitioners 

identify as critical to the success of a change management project?  Findings revealed that large 

majority of respondents indicated that all of the ACMP competencies are critical for the success 

of a change management project.  The five most highly rated competencies were: (1) Identify 

sponsors supporting and accountable for the change; (2) Define the change; (3) Determine why 

the change is required; (4) Identify stakeholders affected by the change; and (5) Execute, manage, 

and monitor implementation of the change management plan.  Four of these five competencies 

were from the same category – Evaluate change impact and organizational readiness.  
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Respondents also mentioned five skills in addition to those included in the ACMP standards: (1) 

Form a change team; (2) Analyze the change environment; (3) Influence the change audience, (4) 

Provide coaching; and (5) Help establish sponsorship. 

Once the five most highly rated competencies were identified, an interview was 

conducted with 20 change managers to answer the question – How do practitioners implement 

the five most critical change management competencies in their organizations?  Analysis of the 

interview data revealed themes related to engagement, coaching, clarity, impact, sincerity, goals, 

data, and coalition building. 

The findings are related to principles of leadership and change management indicating 

that leaders influence the behavior of others by articulating the desirable future vision for the 

organization.  The findings can be explained by Tuckman’s Group Formation Theory, which 

posits that leadership is critical when forming a new group, Lewin’s Change Theory, which 

suggests that without a clear definition of change, it is difficult for individuals to shift their 

perspectives, and Herzberg’s Motivation Theory, which supposes that goals serve as a 

fundamental element that drives employee motivation. 

It is recommended that change practitioners aim to develop competency and strength in 

the areas that were identified as most critical.  This goal can be achieved by placing additional 

emphasis in stages that require the most critical competencies, and using interview results to 

understand how they were applied in practice.  It is also recommended that college instructors 

use the findings to inform students in business, education, and communication courses as they 

prepare to enter the workforce. 
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CHAPTER 1 

 

INTRODUCTION 

 

 
We live in a world that requires us to adapt to change rapidly in both professional and 

personal settings (Lorenzi & Riley, 2000; Murthy, 2007).  To state it differently, change has 

become ubiquitous and inevitable in our lives.  For many businesses, change is a way to survive 

in a competitive market.  Their ability to cope with change often determines the future of the 

business, inspired by the Darwinian principle of natural selection and survival of the fittest.  The 

survival journey can be triggered by external forces like technology, where the advancement of 

technology continues to challenge the limits of mankind and push business practitioners to learn 

new tools to perform faster.  Improved performance often gives an organization the advantage 

over its competitors by reducing man-hours, which can lead to reduced pricing for merchandise.  

 International economic conditions are another external force that challenges corporate 

businesses to modify the existing business model in order to survive in the market.  For example, 

many airline companies have expanded their portfolio from transportation only to selling food 

and beverages to grow revenue while competing on airline prices with international competitors.  

Another trigger that challenges businesses are political forces, such as changes in governmental 

regulations and policy.  In order to remain compliant with the law, corporate businesses must 

react quickly to the new guidelines.  

Given these factors that force organizations to change, businesses must react quickly to 

remain competitive and survive in a volatile environment.  One way to react effectively is to 

engage in Change Management methodology in the organization.  These are a set of organized 
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strategies, activities and processes, designed to manage change efforts and help an organization 

arrive at its vision (The Basics of Managing Change, 2015; Lorenzi & Riley, 2000).  Change 

management professionals are trained practitioners that lead change efforts by following a 

guided process.  They provide assistance in each and every step of the way from beginning to the 

end, until the organization has reached the intended goal in a given timeline.  In an effort to 

provide Standards around this process, the Association of Change Management Professionals, 

also known as ACMP, has provided a set of competencies that should be possessed by industry 

professionals. 

As change management practitioners play a key role in leading small to large change 

initiatives, understanding the types of organizational change will provide richer context to 

discuss their role.  Thus, this section introduces the types of organizational change, followed by a 

discussion of key benefits of change management. 

 

Organizational Change  

Changes can come in many forms but the three most common types of change found in 

organizations are developmental change, transitional change, and transformational change 

(Costello, 1994; Ackerman-Anderson, 1986).  While the three types of change can overlap to a 

certain degree, there are key distinct characteristics found in each type.  Developmental change 

occurs when a change is designed to improve existing processes (Anderson & Ackerman-

Anderson, 2001).  An example would be changing an existing email marketing campaign 

program by changing the email frequency from monthly to weekly. Developmental change is 

designed to strengthen and correct business processes that already exist (Anderson & Ackerman-
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Anderson, 2001) therefore the impact is considered to be minimal compared to the other two 

types of change.   

Transitional change takes place when an organization decides to replace an existing 

process with a new approach.  An example would be introducing a new marketing software to 

capture customer data rather than keeping their information on a sheet of paper.  Through this 

tool, the employees would need to learn how to navigate and enter data into the new software 

and learn to read analytics and trends generated by its reporting capabilities.  

Transformational change takes place when the organization has a vision that requires a 

large part of the organization to re-design its current state (Murthy 2007; Proehl, 2001; Costello, 

1994).  This effort often requires the organization to change in size and complexity, the structure 

of an organization, and ownership (Murthy, 2007).  An example would be forming an 

organizational Digital Center of Excellence to manage and oversee all digital marketing 

initiatives throughout the organization.  Formation of a new group could entail hiring new 

resources, shifting existing resources from one department to another, and modify employee 

performance evaluation structure. 

While organizational changes can be categorized into three different types, change can 

also be viewed from the forces that lead to organizational change.  There are many forces that 

influence organizations to change.  On a large scale, external and internal forces are the two 

domineering factors that mandate organizations to change (Murthy, 2007).  External forces are 

originated by market place, governmental regulations, economic changes, and technology.  

Internal forces are driven by operational needs as well as strategic moves based on external 

changes (Murthy, 2007).  Examples include the attitudes of the employees, redesign of processes, 
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introduction of new machines, and changing the organizational strategy.  Given the depth, 

complexity and the number of stakeholders involved in the three types of organizational change, 

many organizations look to change management practitioners to reduce risks and for guidance. 

 

Change Management 

When an organization is undertaking a significant change, the empowered change agent 

is expected to have a strategic plan as to how the change will be introduced to the stakeholders 

(Lorenzi & Riley, 2000).  The plan is also known as Change Management methodology. 

One of the benefits of using Change Management methodology is efficiency (Root, 2015).  

Change forces an organization to partner with both internal and external stakeholders, which can 

pose many challenges throughout the process.  Ineffective partnerships can cause frustration, 

time loss, decreased motivation, and increased confusion.  Change Management methodology 

helps to mitigate these risks and enable cohesion by orchestrating fragmented efforts for 

efficiency.  Another benefit is cost savings (Root, 2015).  By planning for resources, including 

employees, managers, vendors, consultants, contractors, and other stakeholders, change 

management practitioners can optimize the time and effort spent on the project.  Optimization 

means time was not wasted, therefore the project benefits from cost savings.  Change 

Management methodology also brings other benefits by enabling an opportunity to assess an 

organization (Root, 2015).  With change comes disruption of existing processes; an interrupted 

state will force the employees and divisions to expose skills that may not have been noticed 

otherwise.  Assessment of the organization is beneficial in assessing the overall health of the 

organization and its resources.  Knowing the many benefits of change management, it would be 
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reasonable to identify and better understand the skills and knowledge of those practitioners that 

lead change efforts. 

 

Purpose of the Study 

The purpose of the current study was to help strengthen and validate the competencies, as 

well as identify the top five most critical competencies from ACMP Standards.  

Change is inevitable in the business environment, and coping with change is a key 

element for ensuring success.  While change management practitioners are at the center of 

helping organizations cope with changes, very few scholarly investigations have validated the 

skills and knowledge needed to be a successful change management practitioner.  The current 

literature provides some insight using small samples, but the competencies have not been 

validated by a large group of industry practitioners.  If Change Management methodology is 

critical for the success of businesses, then validation and identification of the most critical 

competencies will be helpful for employers and academic programs that train change managers. 

In the current study, the term critical was viewed as a behavior or activity essential to the 

change management project (International Board of Standards for Training, Performance and 

Instruction, 2012).  The most critical competencies were identified by tallying the responses from 

change management practitioners, where the competencies with the highest mean score were 

ranked based on the result.  Then, the top five competencies based on the mean score were used 

as the basis for soliciting examples during interviews. 
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Importance of the Study 

The results contributed to the body of knowledge by providing a deeper understanding of 

the field.  The results will help colleges and university academic programs to better prepare 

students for the job market, and provide a framework for professional licensure and certification.  

Businesses will also benefit from the results of the study as they use the list of validated 

competencies when hiring a Change Management Lead.  They will use the results to provide 

training and learning opportunity for managers to attain the appropriate skill-sets to prepare for 

organizational change initiatives. 

 

Research Questions 

The following three questions served as the guide in selecting the method and study approach  

for the study. 

Research Question 1: What ACMP competencies do practitioners perceive as critical to 

the success of a change management project?  

 Research Question 2: What other competencies do practitioners identify as  

critical to the success of a change management project?  

 Research Question 3: How do practitioners implement the five most critical  

change management competencies in their organizations?  
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CHAPTER 2 

 

LITERATURE REVIEW 

 

 
The purpose of this chapter is to provide an overview of the Change Management 

practices in corporate business settings.  It begins with the definition of Change Management; 

then the importance of change management practices in today’s complex business environment 

is discussed.  Next, it will present change management competencies and how they were 

developed by ACMP.  Lastly, a review of instructional design and its relevance to change 

management processes will be provided.  

 

Change Management Definition 

Change Management can be defined in several ways.  The Association of Change 

Management Professionals (ACMP, 2015) defines the term as “a set of activities that are 

designed to support individuals and organizational change to derive the intended business 

outcome” (p. 5).  Similarly, Kotter (2011) defines Change Management as “a set of structures 

that are designed to keep changes under control” (p. 17).  The goal is often to minimize the 

distractions of the change.  On a more granular level, Change Management is an integrative 

approach that engages stakeholders, identifies points of contact to establish channels of 

communication, and diffuses political tension in an attempt to promote a change (Crawford & 

Nahmias, 2010; Van Tiem et al., 2004).  

A number of different frameworks can be used as a guide to successfully implement a 

change (Armenakis et al., 1999; Carr, 2014; Galpin, 1996; Kotter, 2009).  For example, Carr uses 
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a framework called the five pillars to make change more adaptable and more manageable.  The 

pillars are 1) Organization Design, 2) Stakeholder Management, 3) Communication, 4) Training, 

and 5) Sponsorship.  The first pillar, known as the Organization Design phase, requires the 

organization to employ changes in departmental structures.  It can also involve reassignment of 

roles or responsibilities, along with assigning the number of people who perform a task.  In the 

second pillar, stakeholders are advised of both positive and negative impact as well as a 

comprehensive understanding of the change being implemented.  The third pillar is the 

Communication process, which requires disseminating the right message to the right audience at 

the most appropriate time, using the most suitable communication method.  The Training phase 

enables the stakeholders to adapt to the change by understanding the required change.  As a 

result, the stakeholders may need to change a process or a behavior in completing a task.  Finally, 

the fifth pillar is the Sponsorship phase, where a guiding coalition is created to lead the change 

within the organization.  The expectation is for the sponsors to understand the change in all 

levels of the business and help remove any obstacles. 

 Another framework is Kotter’s (2009) seminal work of eight stages of change 

management.  These processes are: Establishing a Sense of Urgency, Building a guiding 

coalition, Developing and Creating a Vision and Strategy, Communicating the Change Vision, 

Empowering Employees, Generating Short-Term Wins, Consolidating Gains and Producing 

More Change, and Anchoring the New Approach in the Culture (Euchner, 2013).  In this 

framework, Kotter states that the eight stages are strategically sequenced and established as a 

workflow rather than just randomized events (Kotter, 2009; Fickenscher & Bakerman, 2011).  
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Importance of Change Management 

Change is inevitable in today’s business environment.  Advancement of technology, 

phenomenal growth of the worldwide web, ceaseless flow of creative thoughts, and intense 

market competition will continue to drive change in all aspects of business settings (Paton & 

McCalman, 2008).  Regulatory and compliance demands will only amplify the greater need for 

managing change.  People’s resistance further fuels the difficulty of coping with change. 

According to Euchner (2013), resistant behaviors prevent businesses from adopting change. 

These resistant behaviors are rooted in the notion that when people are faced with change, they 

will do whatever is needed to maintain the status quo and will be averse of any new process that 

challenge their reality.  

Change in today’s era is further challenged by convergence of the marketplace.  

According to Murthy (2007) businesses are facing more complex environments, where 

traditional market segments are converging with non-traditional markets and creating a changed 

environment.  For instance, the airline industry is changing to serve as a provider of transport as 

well as seller of wines and spirits.  The supermarket industry is changing to provide general retail 

as well as financial services.  As industries converge and become more competitive in a rapidly 

changing global market, many organizations must adapt to external and internal changes for 

long-term survival.  Despite myriad challenges, however, businesses will be judged by their 

ability to adapt to change as they navigate in a world that changes at a rapid rate.  Businesses can 

cope with change if they manage it effectively (Paton & McCalman, 2008; Levasseur 2010).  

When changes are not managed effectively, it can have devastating effects in a corporate 

business setting.  In 2008, IBM surveyed over 1,500 project practitioners from various countries 
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and industries, and the results provided empirical evidence about the factors that attributed to IT 

project failures (Jorgensen, Owens, & Neus, 2009).  Findings showed that 59% of the projects 

did not meet their objectives.  When the reasons were examined, the authors found that the top 

eight were related to change management activities.  They were - 1) Changing Mindsets and 

Attitude, 2) Corporate Culture, 3) Complexity is Underestimated, 4) Shortage of Resources, 5) 

Lack of Commitment of Higher Management, 6) Lack of Change Know How, 7) Lack of 

Transparency Because of Missing or Wrong Information, and 8) Lack of Motivation of Involved 

Employees.  This means that there is a direct relationship between change management processes 

and success of a project.  Furthermore, inferences can be made that change management 

processes are critical in ensuring the success of a project.  The IBM survey demonstrated that the 

practitioners’ perceptions of change management failures were because of weak change 

management activities and processes.  

Levasseur (2010) also echoes the relationship between project failure and the lack of 

change management processes.  In his article, he examines three studies of project failure 

(Kappelman et al. 2006; Keil et al. 1998; Zwikael & Globerson 2006), and notes that the 

majority of non-technical reasons for failure dealt with the lack of change management processes.  

Along with the results of the IBM study, these findings are alarming especially when some 

scholars believe that 70% of all change initiatives fail (Beer & Nohria, 2000). 

In order to manage change successfully, organizations need guidance from seasoned 

practitioners to help implement changes across the organization.  Change management 

practitioners help organizations implement change effectively, which may in turn increase the 

likelihood of change success rate.  Change management practitioners play a key role to ensure 
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that a change meets its original objective on time and budget, and increase employee adoption 

rate.  They also create and implement Change management activities and plans that maximize 

employee adoption and usage and minimize resistance (Prosci, 2015).  Many Change 

management activities can be used by these practitioners to better mitigate the challenges of an 

organizational change (Hodgson & Cicmil, 2006). 

 

Change Management Case Studies 

 While many authors propose different theories on Change management, not many 

empirical research studies have been conducted.  There have been, however, some reports about 

how organizations have conducted change management projects.  These case studies tend to 

focus on people’s experience during a change management project.  One case study, for example, 

provides a perspective from the change initiator (Cooper, Nieberding, and Wanek, 2013).  In this 

study, a Chief Executive Officer (CEO) received change management consultation in order to 

restructure the executive leadership team of a nonprofit organization.  The case focused on the 

CEO’s view throughout different stages of Change Management – Entry, Diagnosis, 

Implementation, and Disengagement.  By capturing the CEO’s first person perspective, the 

authors determined several key themes that can be used in other change management projects.  

One theme was the importance of creating and communicating a clear vision.  Another important 

theme was the need to obtain and maintain support from the authoritative figures within the 

organization, such as the CEO.  Other themes included building trust between the client and the 

consultant, as well as having the appropriate knowledge and skills for leading change 

management projects (Cooper et al, 2013). 
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 Some change management case studies investigated the role of a specific component in a 

change management process.  In a study conducted by Invernizzi, Romenti and Fumagalli (2012), 

the researchers investigated the role of communication during Ferrari’s change management 

process.  They explored how the company completed a reorganization by focusing on four 

communication pillars – Aligning, Energizing, Visioning, and Constituting.  For example, in 

order to activate energy both internally and externally, Ferrari placed emphasis on systemic 

listening to the needs of those working at the company.  The company created informal listening 

channels to identify needs, and then engaged management and all of the divisions to be involved.  

In addition, they had intertwined employee needs with internal marketing efforts to better 

calibrate future action.  These included climate analysis, ad hoc quality research, debriefing work 

groups, and the analysis of emails and listening points.  The Ferrari case study was an example 

of how change management components, such as communications, can be a pivotal tool to drive 

a successful change. 

 

Change Management Competencies 

In 2014, the Association of Change Management Professionals (ACMP) developed a set 

of standards by following the approach prescribed by the International Organization for 

Standardization or ISO.  ACMP’s goal was to establish a set of core standards for change 

management professionals for over 2,000 members from 47 countries and 955 distinct businesses.  

The competencies and standards (ACMP, 2015) were created to provide a solid baseline for 

organizations to “manage change and deliver intended results” (p. 3).  With the help of a 

consulting group called The Communicators, ACMP first created a core team who proposed the 
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competencies, which were then reviewed by a small group of experts.  Afterwards, another small 

group of ACMP members were asked to review and comment on the competencies.  After more 

than a year of iterations and reviews, the organization published its set of activities that should be 

performed by change management practitioners.  The ACMP Change Management competencies 

are as follows (Standard for Change Management, 2014, p. 8): 

 

1. Evaluate Change Impact and Organizational Readiness 

a) Define the change 

b) Determine why the change is required 

c) Develop a clear vision of the future state 

d) Identify goals, objectives, and success criteria 

e) Identify sponsors accountable for the change 

f) Identify stakeholders affected by the change 

g) Assess the change impact 

h) Assess alignment of the change with organizational strategic objectives and 

performance measurement 

i) Assess external factors that may affect organizational change 

j) Assess organization cultures related to the change 

k) Assess organizational capacity for change 

l) Assess organizational readiness for change 

m) Assess communication needs, communication channels, and ability to deliver 

key messages 



 14 

n) Assess learning capabilities 

o) Conduct change risks assessment 

 

2. Formulate the Change Management Strategy 

a) Develop the communication strategy 

b) Develop the sponsorship strategy 

c) Stakeholder engagement strategy 

d) Develop the change impact and readiness strategy 

e) Develop the learning and development strategy 

f) Develop the measurement and benefit realization strategy 

g) Develop the sustainability strategy 

 

3. Develop the Change Management Plan 

a) Develop a comprehensive Change Management plan 

b) Integrate Change Management and project management plans 

c) Review and approve the change plan in collaboration with project leadership 

d) Develop feedback mechanisms to monitor performance to plan 

 

4. Execute the Change Management Plan 

a) Execute, manage, and monitor implementation of Change Management plan 

b) Modify the Change Management plan as required 
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5. Complete the Change Management Effort 

a) Evaluate the outcome against the objectives 

b) Design and conduct lessons learned evaluation and provide results to establish 

internal best practices 

c) Gain approval for completion, transfer of ownership, and release of resources 

 

The competencies identified during this process also serve as the cornerstone of professional 

licenses including ACMP’s Certified Change Management Professional (CCMP) program and 

the Qualified Education Provider (QEP) program.  CCMP is a newly established certification 

program designed by ACMP.  This certification program was created to help employers identify 

trusted credentials when evaluating experience and competencies of a new employee or a 

contractor.  It is designed to also ensure consistent quality of people performing the task.  QEP, 

on the other hand, is a program designed by ACMP to qualify change management training and 

continuing education courses.  When a training course is approved by the QEP program it 

demonstrates that the course is in alignment with ACMP’s five Change Management knowledge 

areas described in the standard for Change Management best practices (Standard for Change 

Management, 2014).  

 

Instructional Design and Change Management 

Over the last few decades, Instructional Systems and Learning Technology professionals 

have become more interested in performance improvement.  Practitioners use many performance 

improvement interventions to help improve individual and organizational performance.  Change 
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management is a type of intervention that is used to improve performance (International Board of 

Standards for Training, Performance and Instruction, 2012; Richey, Klein, & Tracey, 2011).  

Some scholars, like Van Tiem et al. (2004), do not view change management as an intervention 

but rather a method that enables an intervention to be executed in a setting that requires a change.  

Carleton (2010) provides a bridge between the two views of change management within the 

performance improvement model.  He explains that change management can be a standalone 

concept, but effective change management in the performance improvement realm is built into 

the overall plan.  Regardless of the variant views, change management is an integral component 

in performance improvement practices.  

 

Purpose of the Current Study 

While ACMP competencies help to provide the foundation of the skills required, there is 

a need to validate the competencies with a wider audience.  Based on conversations with the 

leadership at ACMP, competency development involved a small group of members developing 

the list of competencies and validating these with a limited number of survey participants 

(L.Wheeling, personal communication, December 12, 2014).   

The purpose of the current study was to help strengthen and validate the competencies 

and determine which ones are most critical by collecting survey responses from change 

management practitioners.  These members helped to identify the most critical competencies that 

employers should actively seek among candidates and for colleges to better prepare students for 

the job market.  Furthermore, the study identified additional critical competencies that were not 

defined by the ACMP Standards, and provided examples that were used in change management 
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projects.  A combined result of survey based competency validation and interviews helped to 

better understand change management practices.  Validation and information gathered from the 

industry practitioners can establish empirically supported approaches in change management.  As 

a result of the validation, business leaders will be able to identify qualified candidates for change 

management roles and academic programs can prepare students for the workforce using 

empirically proven competencies by industry practitioners.  

Competency validation with a larger audience may yield industry benefits.  For example, 

it will provide tools to business leaders that are interested in defining competencies for hiring 

requirements, training curriculum, licensing credentials, and performance measurement (Klein & 

Jun, 2014; Campion et al., 2011; Vadivelu & Klein, 2008).  Understanding the skills, knowledge, 

and attitudes required of employees can assist during the hiring process.  More specifically, they 

provide an objective point of view and guidance when selecting the candidates from a pool of 

applicants (Farnham & Stevens, 2000).  They can be used during interviews to determine 

whether or not the candidate has the required knowledge, skills, and attitude.  Corporate 

recruiters can also use the competencies for job postings.  The description of desired skills and 

knowledge can be used to post advertisement on internet job boards and in newspapers to attract 

the most compatible pool of candidates.  Furthermore, organizations can use the competencies to 

measure a job performance.  Many business organizations have performance reviews throughout 

the year, and managers can use the core competencies to measure whether or not the employee’s 

performance met the required knowledge and skills needed for a given job.  Also, competencies 

can be used to design training programs where they are used to identify knowledge gaps among 



 18 

employees and design the appropriate lessons to help augment the necessary knowledge (Richey, 

Fields & Foxon, 2001).  

Academic programs in higher education settings are also interested in validated 

competencies with large number of practitioners because they want to prepare their students for 

the job market.  Clearly defined competencies can provide a framework for designing courses 

and educational curricula.  For example, many instructional design programs have performance 

improvement courses as part of their curriculum, and change management is one of many 

interventions within performance improvement.  If instructional designers are expected to 

improve performance through change management, then students would need to understand the 

required skills and knowledge in order to effectively manage change in an organization.  The 

importance of change management can also be found in higher education business programs. 

Business schools in both undergraduate and graduate programs can benefit from clearly defined 

competencies.  Thus, the instructors teaching these courses would understand the required skills 

and knowledge required for effective change management practitioners.  Competencies can be 

used to teach students, which can help students to obtain internship positions and full-time 

employment as they have been trained to perform a given task in managing changes.  In 

summary, validating competencies will help academic programs to effectively structure 

educational curriculum.  

Therefore, competency validation with a larger audience can benefit many organizations.  

Richey et al (2001) summarizes this importance by describing competencies as “critical to 

successful training since they can clarify the necessary job skills, focus the training plans on 

missing competencies in the workforce, and provide a framework for coaching and feedback” 
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(Richey, Fields & Foxon, 2001, p. 31).  By having a defined set of competencies for each role in 

an organization, workers can gain a clear understanding of the kind of behaviors the organization 

values.  In return, organizations can help achieve its objectives through defining competencies.  
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CHAPTER 3 

 

METHOD 

 

 
The purpose of the study was to validate and strengthen the competencies published by 

the Association of Change Management Professionals (ACMP).   It also aimed to identify the top 

five most critical competencies from the ACMP Standards and to examine how the critical 

competencies are applied in organizations.  In an effort to contribute to the body of knowledge, 

the study examined competencies by answering the following three research questions:  

 

Research Question 1: What ACMP competencies do practitioners perceive as critical to 

the success of a change management project?  

Research Question 2: What other competencies do practitioners identify as  

critical to the success of a change management project?  

Research Question 3: How do practitioners implement the five most critical  

Change Management competencies in their organizations?  

 

A survey research design was employed to address these questions, and two instruments 

were used – a questionnaire and a structured interview protocol.  Survey design was chosen 

because it is appropriate for collecting both quantitative and qualitative data.  Specifically, the 

questionnaire served as the vehicle to gather, rank, and analyze critical competencies for 

quantitative analysis (Gall, Gall, Borg, 2002).  Interviews then elaborated on the results by 

providing qualitative data through description and practical examples of how these critical 

competencies have been applied during a change management project.  
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Participants 

Participants for this study were 240 change management practitioners.  The ACMP 

website states that the organization has approximately 1,000 members around the world (ACMP, 

2015).  However, it is difficult to determine if the current sample is truly representative of the 

population of change management practitioners because not all change practitioners are members 

of ACMP.  Furthermore, change practitioners have various job titles such as Business Analyst, 

Project Manager, and Transformation Lead.  Given that ACMP has 1,000 members worldwide, 

the current sample represents 24% of the population at best.  

Members of ACMP, as well as change practitioners from various Organizational Change 

Groups on LinkedIn, received LinkedIn messages requesting their participation in the study. 

Over 20 ACMP LinkedIn Group pages exist, and the researcher sent personal messages to these 

practitioners.  The additional Organizational Change groups that were used for the study include 

Network of Organizational Change Managers, International Society for Organization 

Development and Change, Organizational Change Practitioners, Change Management Network, 

Prosci Change Management Users Group, and Change Management Institute. The invitation 

included a brief description of the study, the researcher’s contact information, and a link to the 

survey.   

While several organizations were targeted, the most prominent group is ACMP.  Since 

the inception of ACMP in 2011, its members have been dedicated to promoting and advancing 

change management practices in the United States as well as other countries around the world.  

These members represent many industries, providing a wealth of experience and perspectives to 

contribute to the change management body of knowledge.  Their areas of expertise include 
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academia, health services, real estate, banking/financial, hospitality, retail, consulting, insurance, 

construction and many more.  The members come from more than 900 distinct businesses and 

over 40 countries.  The number of years of experience varies, ranging from junior level 

practitioners to top-level executives.  Almost 10% of the members are reported to be CEO or 

president of an organization, and greater than 80% of the members represent director level or 

above.  Their average years of experience are 11-15 years (ACMP, 2015).  Some members also 

participate in regional ACMP chapters.  These chapters can be based on country, state, and in 

some cases city.  Examples include the Toronto Chapter, U.S. Midwest Chapter, Houston 

Chapter, Vancouver Chapter, Brazil Chapter, and Northern California Chapter. 

This was a sample of convenience where data collection was based on those that were 

available and willing to participate in the study.  Among those that completed the survey, 20 

change management professionals were chosen for interviews.  The interview participants were 

selected based on demographics, where the researcher aimed to have representative from each 

category.  For example, a practitioner from South Africa was chosen in order to gather 

perspectives from Africa, and another interview participant was chosen because he was from 

Germany.  Another practitioner was chosen because his primary industry was consulting, and 

another practitioner was selected because he worked in retail.  

 

Demographics 

In order to identify the most critical competencies from ACMP Standards, a survey 

questionnaire was disseminated to change management practitioners around the world.  For this 

study, 240 change practitioners participated in the survey representing 26 countries.  They 
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represented six continents, which were North America, South America, Asia, Europe, Africa, 

and Australia.  From North America, two countries were represented and they were the United 

States (n=158) and Canada (n=20).  From Europe, eight countries were represented and they 

were Germany (n=11), United Kingdom (n=4), Italy (n=2), Netherlands (n=2), Sweden (n=2), 

Switzerland (n=1), Belgium (n=1), and France (n=1).  From Africa, four countries were 

represented and they were South Africa (n=5), Kenya (n=2), Nigeria (n=2), and Morocco (n=1). 

From Asia, five countries were represented and they were India (n=3), Singapore (n=2), 

Malaysia (n=1), Philippines (n=1), and China (n=2).  While Australia was also represented (n=5) 

in the list of countries, Central America was not represented.  Some practitioners chose ‘General 

South America’, ‘General Western Europe’, and ‘General Africa’, which meant that they serve 

multiple countries throughout the continent (See Table 3.1).  

 The number of participants from each country may be a reflection of change management 

as an industry.  This is a relatively new field of study that is growing rapidly, but mostly in the 

United States.  In response to the growth, several certification and training courses were 

developed in the United States.  Consequently, more business professionals are exposed to the 

Change Management field in the United States, therefore the number of practitioners will be 

larger in the United States than anywhere else.  When I examined the U.S. participants, a large 

number of participants were from the Midwest (n=50) followed by the East Coast (n=39), the 

West Coast (n=35), and the South (n=34).  
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Table 3.1 

Survey Participants Demographics – Geography 

                                                                                    n 

U.S. Midwest 

U.S. East Coast 

U.S. West Coast 

U.S. South 

Europe 

Canada 

Asia  

Africa 

South America 

Australia 

New Zealand 

Central America 
 

        50 

39 

35 

34 

25 

20 

9 

11 

8 

5 

0 

0 
 

 

The 240 survey participants identified themselves with a wide range of job titles, but the 

vast majority of them described their title as Consultant (n=93).  Many of them were also 

Managers (n=56), Directors (n=46), and CEOs (n=11).  Some smaller number of participants 

identified themselves as Analysts (n=5), Organizational Change Management Leads (n=4), and 

Change Agents (n=3).  The results show that many change management practitioners work 

independently as consultants, supporting and assisting clients as they are presented with a 

specific corporate project or an initiative (See Table 3.2).  

This ‘as-needed-basis’ approach is also represented in the practitioners’ industries.  When 

they were asked to identify the industry they represent, a large number of them chose Consulting 

(n=68), which meant that they do not have a specific affiliation to an industry but rather they 

work on projects that require change management practices.  Technology was the second highest 

leading industry represented by survey participants (n=35).  During the interview, many 
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participants gave technology projects as an example, where Enterprise Resource Planning 

systems like SAP required changes across multiple divisions (See Table 3.3). 

 

Table 3.2 

Survey Participants Demographics – Title 

                                                                                    n 

Consultant 

Manager 

Director 

Other 

CEO/President 

Analyst 

OCM Lead 

Change Agent/Lead/Manager 

Partner / Founder 

Technical Leader 

Practice Lead for Consulting Firm 

Management Change Executive 

Semi-retired 

Facilitator 

Change Management Professional 

Account Manager 

Managing Director 

Adoption Program Manager 

Executive Coach  
 

93 

56 

46 

25 

11 

5 

4 

3 

2 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 
 

 

The Government was also represented (n=19) as one of the leading industries, where examples 

like the U.S. Military used change managers to properly engage multiple offices and systems into 

one consolidated platform.  Manufacturing (n=17) was another industry where change managers 

were engaged in implementing machinery and/or operating procedures to reduce the number of 

safety issues during manufacturing processes.  Other industries include Banking (n=12), Energy 
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(n=12), Insurance (n=11), Health Services (n=7), Pharmaceutical/Biotech (n=7), Petroleum 

(n=5), Academia (n=4), Retail (n=4), and Transportation (n=3).  

 

Table 3.3 

Survey Participants Demographics – Industry 

                                                                                   n 

Consulting 

Technology 

Government 

Other 

Manufacturing 

Banking / Financial 

Energy 

Insurance 

Health Services 

Pharmaceutical/biotech 

Utility 

Petroleum 

Academia 

Retail 

Transportation 

Hospitality 

Non Profit 

Wholesale/distribution 
 

68 

35 

19 

18 

17 

12 

12 

11 

7 

7 

7 

5 

4 

4 

3 

1 

1 

1 
 

 

Many of the survey participants had professional licenses/certification.  A large number of them 

had Prosci certification (n=117), followed by the Certified Change Management Professional 

(CCMP) program (n=41), and the Qualified Education Provider (QEP) program (n=11).  Prosci 

certification was developed by Prosci Institute, which has a longer history than other Change 

management certifications, thereby building a reputable name among change practitioners.  

CCMP is a newer certification developed by the Association of Change Management 

Practitioners (ACMP).  QEP is an even newer certification than CCMP created by ACMP. 
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 Among the survey participants, 146 of them indicated Bachelor’s degree as the highest 

education completed while 91 of them indicated Master’s degree.  It is worthwhile to note that 

several of them have more than one Master’s degree in addition to college professional 

certifications (e.g. Certification in Human Resources Development).  Few held a PhD (n=3). 

Some of the survey participants were more experienced in change management than the 

others (See Table 3.4).  When they were asked how many years of change management 

experience they have, 12.6% of the participants responded they had 1-5 years of experience 

(n=30), 20.7% of the participants indicated 6-9 years of experience (n=49), 31.2% of them said 

10-15 years of experience (n=74), 19.4% of them indicated 16-20 years of experience (n=46), 

and 16% of them had 21 years or more experience (n=38). 

 

Table 3.4 

Survey Participants Demographics – Years of Experience 

                    n 

1-5 years 

6-9 years 

10-15 years 

16-20 years 

21 years or more 
 

    30 

49 

74 

46 

38 
 

 

 

 

Instrumentation 
 

Questionnaire 

The study employed an online questionnaire (Appendix A) designed to collect data to 

answer the first two research questions -  1) What ACMP competencies do practitioners perceive 

as critical to the success of a change management project?  2) What other competencies do 
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practitioners identify as critical to the success of a change management project?  In an effort to 

address the two research questions, the questionnaire presented three sections to the survey 

participants – Competencies, Open-ended questions, and Demographic. 

The first section was Competencies, designed to address the first research.  This section 

captured competency criticality using a four-point Likert scale ranging from Extremely Critical 

to Not Critical.  The term Critical was defined as a behavior or activity essential to a change 

manager’s job.  Thus, Extremely Critical was used when a competency is essential for a change  

management project.  On the contrary, Not Critical was used to identify competencies that were 

not essential for a change management project (Richey, Klein, & Tracey, 2011).  The second 

section of the questionnaire included open-ended question designed to address the second 

research question.  This section captured critical competencies that were not listed in the ACMP 

Standards.  The third section was designed to collect demographic information to provide a 

description of the sample and the member’s willingness to participate in the interview, setting the 

ground for the third research question and interviews. 

 

First Section: Competencies.  The very first part of the questionnaire included 31 

competency statements from the ACMP Standards.  These competencies were listed in the order 

of project implementation phases to assist the participants as they read through the list.  Each 

statement included Likert scale ratings, and they were: Extremely Critical, Critical, Somewhat 

Critical, and Not Critical.  The data collected in this section were aggregated and ranked based 

on a tally of the survey results.  Once the data were collected, the mean score for each 

competency was calculated and ranked.  For example, ‘Extremely Critical’ would have 3 points 
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and ‘Not Critical’ would have 0 point.  This way, the ranking would consider both positive and 

negative responses and reflect true sentiments of all participants.  

The top five were used during the interview as the basis to solicit details on how they 

were implemented during a change management project.  The researcher used five because it is 

small enough that the initial acceptance barrier would be low for employers and educators.  They 

would be more inclined to accept and apply five critical competencies in their organizations 

when they are given an achievable number such as five, whereas a larger number, such as fifteen, 

might be a daunting task.  Five was a reasonable, attainable, and achievable number to present to 

an audience without making them feel overwhelmed.  Furthermore, five was a strategic number 

for the researcher because it provided a focused approach when asking questions during  

interviews to address the third research question.  The desire was that a focused approach would 

foster deeper, meaningful, and value-added analysis into critical competencies from 20 interview 

sessions.  Once I determined the criticality of each competency, a table was created to tie it back 

to the literature where different theories and research studies support each competency 

(Appendix G). 

 

Second Section: Open-ended Questions.  The second part of the questionnaire included 

questions where the participants had an opportunity to list critical competencies that were not 

included in the ACMP Standards.  The purpose of this section was to address the second research 

question to ensure that other critical competencies are taken into consideration.  It is possible that 

a wide variety of distinct competencies could be collected in this section, and if so, these 

additional competencies were listed and discussed in the results. 
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Third Section: Demographic.  The purpose of this section was to obtain participant 

demographic information such as industry, geographical region, licensure status, years of 

experience, highest education completed, and size of the organization.  These data provided rich 

information about the participant’s experience and background.  At the end of the survey, 

respondents were asked if they were willing to participate in an interview.  If they agreed to 

participate then they were asked to share their contact information within the questionnaire.  

 

Interviews  

 

 Of the 56 participants that volunteered to interview, 20 of them were chosen based on 

their industry, region, response to interview request, availability, and years of service (see Table 

3.5).  The primary purpose of the interview was to address the first and third research question.  

An interview protocol was developed to help guide the discussion points (Appendix D), and they 

are as follows: 

 

Interview Question 1: Why are they important?  (25 minutes).  The first interview 

question provided details on whether or not the practitioner agreed with the top five 

ACMP competencies as extremely critical, and why.  The intent of this question was to 

provide more specific insight into the first research question – What ACMP competencies 

did practitioners perceive as critical to the success of a change management project?  The 

response to this question helped us gain a deeper understanding of the attitude, reaction, 

and feelings about competencies that were captured as critical based on the results of the 

survey.  
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Interview Question 2: Implementation Example (20 minutes).  Then the next interview 

question helped provide details on how a competency was used in a project.  This 

interview question was designed to address the third research question – How did 

practitioners implement the five most critical ACMP competencies in their organizations? 

If the person has not had an opportunity to implement it in the organization but believed 

it to be a critical competency, then the participant was asked to describe how he or she 

would implement it if given the opportunity.  

 

Table 3.5 

Interview Participants Demographics  

Participant Years of  Location Industry Title # of  Certification Education 

Experience Employees 

#1 

#2 

#3 

#4 

#5 

#6 

#7 

#8 

#9 

#10 

#11 

#12 

#13 

#14 

#15 

#16 

#17 

#18 

#19 

#20 

21+ US South Consulting Director 21-50  n/a Master’s               

21+ US West Consulting Consultant  0-20 n/a Master’s 

1-5  US West Manufacturing  Director 1,001+  Prosci PhD 

0-15 US Midwest Consulting Manager 1,001+ Prosci Master’s 

21+ US Midwest  Technology Consultant 1,001+  n/a Bachelor’s 

16-20 US South Manufacturing  Consultant 0-20 n/a  Bachelor’s 

16-20 US Midwest Consulting Director 21-50 Prosci Bachelor’s 

21+ US West Energy Change Lead 1,001+ CCMP Master’s  

1-5 US South Insurance Consultant 1,001+  n/a Master’s  

10-15 US South Banking Consultant 0-20 n/a Master’s 

16-20 US South Health Service  Director 1,001+ n/a Master’s  

16-20 Germany Consulting Founder 51-200 ACMP Bachelor’s 

16-20 South Africa  Consulting Director 0-20 n/a Master’s 

21+ US Midwest  Consulting Consultant 0-20 n/a   Master’s 

10-15 US East Manufacturing  Consultant  51-200  Prosci  Bachelor’s 

1-5  US East Non-Profit Manager 1,001+ n/a Master’s 

6-9 US South Wholesale Manager 1,001+  Prosci PhD 

16-20 UK Technology Director 1,001+ n/a  Master’s 

16-20 Brazil Manufacturing  Consultant  0-20 n/a   Bachelor’s 

16-20 US West Other Director 1,001+ n/a Bachelor’s 
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Procedures 

 

Questionnaire Validation 

In order to validate the accuracy of the survey, the online questionnaire was sent to five 

ACMP members for feedback prior to the actual dissemination to the ACMP members.  The 

three members were individuals that the researcher knew, and have previously exchanged ideas 

on change management practices.  The feedback was collected via email where members replied 

in an email with a list of suggestions and recommended changes for consideration.  Based on the 

feedback, changes were applied to the questionnaire and will be revised.  Following Leedy and 

Ormrod’s (2001) recommendations in techniques for gathering survey data, the participants were 

asked to provide their thoughts on clarity, specificity, quickness, and effortlessness.  The 

participants were also asked to comment on courteousness, simplicity, first impressions, and 

consistency (Leedy & Ormrod, 2001).  Based on the feedback gathered from the five participants, 

the questionnaire was modified and then sent to the rest of the population for data collection.  

 

Questionnaire Distribution 
 

Upon approval from Florida State University Institutional Review Board (IRB), 

approximately 600 ACMP members and change practitioners received an email to participate in 

the survey (Appendix B).  The researcher made the questionnaire available for 20 days for the 

participants to respond, but several actions took place during the 20 days to increase participation.  

For example, seven days after the initial email the researcher sent a follow up email as a friendly 

reminder.  Then, for the next seven days the researcher followed up with ACMP members 

through LinkedIn connections and LinkedIn regional chapters.  ACMP has over 20 LinkedIn  
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group pages and the members received private messages requesting their participation.  These 

private messages were confidential, only visible to the researcher and the members.  The 

message included the intent of the study and that their participation will be strictly voluntary.  A 

week after LinkedIn efforts were completed I sent an official thank you email via LinkedIn 

message.  After having the survey available for 20 days I closed the survey and data analysis 

began.  During data analysis, I summarized and tallied the mean score of all competencies and 

ranked them to identify the most critical competencies.  Then, I identified the top five 

competencies based on the final ranking.  These five most critical competencies were used to 

interview participants.   

Lastly, demographic data were used to describe the characteristics of those that 

completed the survey.  These data helped me to better explain the survey participants in terms of 

their experience, background, credentials, and geographical location. 

 

Interviews 
 

Interviews took place over the phone, and I employed purposeful sampling for the 

interview participants.  The selection was based on the person’s willingness to spend time for 

one-on-one interview and their representation of demographics data, such as industry and 

geographical location.  Their willingness was identified at the end of the survey where they had 

the option to select ‘yes’ or ‘no’ for the interviews.  In that pool of respondents, the researcher 

chose the interview participants and began scheduling interviews with them to ask about all five 

of the most critical competencies.  20 interview participants were contacted individually and 

were asked two questions (Appendix D).   
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The size of the target interview population was selected based on Isaac and Michael’s 

research (1995) where small samples are justifiable in cases of exploratory research.  Sample 

sizes of 10 to 30 are sufficient in these cases, and for the current study the midpoint of 20 

participants were chosen.  All interview participants were interviewed individually for all five 

critical competencies.  On the average, the interviews took anywhere between 30 to 45 minutes. 

During the interview, I asked the participants if they agreed with the results that a particular 

competency is ‘Extremely Critical’.  Then they were asked to describe in detail, including step 

by step actions taken, how each of the five critical competencies were implemented in their work 

setting.  

I recorded each interview and then transcribed the recording.  Once the data had been 

collected, I codified and categorized the responses to each question into themes as recommended 

by Miles & Huberman (1984).  Data were analyzed by noting patterns that involve finding 

commonalities.  I concluded these 20 interviews by sending thank you letters to each participant. 

 

Data Collection & Analysis 

Two types of data analysis took place – Frequency Analysis of the Questionnaire and 

Themes Identification from the Open-ended Questionnaire section and interview data.  

 

Frequency Analysis 
 

Based on the collected data and frequencies from the questionnaire, the researcher 

provided the mean score on each competency to determine the top five of 31 statements from the 

ACMP Standards.  The analysis was intended to address the first research question.  Calculating 

and ranking the mean score for each identified the most critical competencies. 
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Themes Identification 
 

The open-ended question responses were analyzed and coded to derive distinctive 

statements for higher-level themes.  For example, if the participants mentioned collaboration, 

teamwork, and working with others, all related statements were categorized as “collaboration” as 

part of the coding system. 

The data obtained by interviews were transcribed into field notes for categorical analysis.  

This effort was intended to address the first and third research questions.  The interview data 

were analyzed using a coding process (Creswell, 2008).  The analysis method uncovered themes 

and identified notions and concepts that came up during interviews.  The interviews then 

solicited the participants’ reasoning, providing the rich description of their responses.  Once the 

categories were identified, possible linkages between categories could be developed which can 

help us better understand the social phenomena found in implementing the most critical 

competencies. 

Using the collected information, the researcher created a chart to display the findings in 

an organized manner, supported by the statements made by the interview participants.  These 

data were summarized in a narrative form, providing possible explanations. 

 

Delimitations 

Sampson (2012) explains that delimitations in research refer to expected constraints of 

the study.  Delimitations are boundaries placed by the researcher (Sampson, 2012).  The study 

was delimited to the members of Association of Change Management Professionals (ACMP), 
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and six other organizational change LinkedIn Groups.  This particular audience was chosen 

because they have experience in change management projects. 

 

Limitations 

Limitations are the unexpected constraints found in a study (Sampson, 2012).  The study 

was limited by the number of responses.  The researcher was unable to disseminate the survey 

questionnaire via the ACMP members distribution list.  Instead, the researcher had to rely on 

LinkedIn ACMP groups to contact each and every member.  As such, if the member was not a 

part of the LinkedIn community, the individual would not have participated in the survey.  Also, 

the qualitative method for the interviews did not lend itself to replicability because the 

population did not represent professionals from all regions and industries. 
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CHAPTER 4 

 

RESULTS 

 

 
The purpose of this study was to validate the ACMP Standards for change managers and 

to identify the most critical competencies from the ACMP Standards.  The overall aim for the 

study was to answer the question – What are the most critical competencies for success in a 

change management project?  Findings for the following research questions are provided in this 

chapter: 

1. What ACMP competencies do practitioners perceive as critical to the success of a 

change management project? 

2. What other competencies do practitioners identify as critical to the success of a 

change management project? 

3. How do practitioners implement the five most critical change management 

competencies in their organizations? 

 

Research Question 1 

Findings reveal that most of the 240 survey respondents think that all 31 competencies 

are critical for the success of change management projects, but that certain competencies are 

more critical than others. 

The first category of ACMP competencies is -  Evaluate Change Impact and 

Organizational Readiness.  Findings show that 12 out of the 15 standards in this category 

received an average rating of 2.0 – 3.0 suggesting that practitioners think these competencies are 
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critical to the success of a change management project.  The skill of identifying sponsors who 

support and are accountable for the change was perceived as the most critical competency in this 

category (M = 2.63); 230 out of 239 survey respondents rated this standard as critical or 

extremely critical (See Table 4.1).   

 

Table 4.1 

Change Management Competencies by Criticality – First Category 

  

Extremely 

Critical 

Critical Extremely 

Critical & 

Critical 

combined 

Some-

what 

Critical 

Not 

Critical 

Mean n 

Evaluate change impact and organizational 

readiness 

   

Define the change 159 63 222 14 3 2.58 239 

Determine why the change is required 155 69 224 15 0 2.58 239 

Develop a clear vision of the future state 131 91 222 14 2 2.46 238 

Identify goals, objectives, and success 

criteria 

112 107 219 19 1 2.38 239 

Identify sponsors supporting and accountable 

for the change 

 

160 70 230 8 1 2.63 239 

 

Identify stakeholders affected by the change 

 

 

149 

 

79 

 

228 

 

10 

 

1 

 

2.58 

 

239 

 

Assess the change impact 

 

 

127 

 

99 

 

226 

 

11 

 

1 

 

2.47 

 

238 

 

Assess alignment of the change with 

organizational strategic objectives and 

performance measurement 

 

 

71 

 

118 

 

189 

 

46 

 

4 

 

2.08 

 

239 

Assess external factors that may affect 

organizational change 

 

33 116 149 80 10 1.72 239 

 

Assess organization cultures related to the 

change 

 

82 109 191 38 9 2.10 238 

Assess organizational capacity for change 

 

82 105 187 44 7 2.09 238 

Assess organizational readiness for change 

 

95 104 199 36 4 2.21 239 

Assess communication needs, 

communication channels, and ability to 

   

101 115 216 22 1 2.33 239 

Assess learning capabilities 
38 120 158 72 9 1.79 239 

Conduct change risks assessment 
69 110 179 55 5 2.02 239 



 39 

The two skills of assessing learning capabilities and assessing external factors that may affect 

change received an average rating below 2.0. However, very few respondents indicated that these 

standards were not critical.  It is important to note that of the 240 practitioners that participated, 

not every person provided a response to every question included in the survey.  Some questions 

were answered by 239 practitioners, and some were answered by 237 practitioners.  As such, 

only the total number of participants for each question was used during data analyses.   

The second category of ACMP competencies is – Formulate Change Management 

Strategy.  Findings revealed that 7 out of the 8 standards in this category received an average 

rating of 2.0 – 3.0 suggesting that practitioners believe these competencies are critical to the 

success of a change management project.  The skill of Facilitate the stakeholder involved 

engagement strategy was perceived as the most critical competency in this category (M = 2.41); 

223 out of 239 survey respondents rated this standard as critical or extremely critical.  The skill 

of Develop the measurement and benefit realization strategy received an average rating below 

2.0; 11 respondents indicated this competency is not critical (See Table 4.2). 

The third category of ACMP competencies is - Develop the Change Management Plan.  

Findings show that all three standards in this category received an average rating of 2.0 – 3.0 

suggesting that practitioners believe these competencies are critical to the success of a change 

management project.  The skill of Review and approve the change plan in collaboration with 

project leadership had the highest rating in this category (M = 2.19); 202 out of 238 survey 

respondents rated this standard as critical or extremely critical.  Very few respondents indicated 

that these standards were not critical (see Table 4.3). 

 

 



 40 

Table 4.2 

Change Management Competencies by Criticality – Second Category 

 

  

Extremely 

Critical 

 

  

Critical 

 

 

 

Extremely 

Critical & 

Critical 

combined 

Some-

what 

Critical 

 

Not 

Critical 

 

 

Mean n 

Formulate the Change Management 

Strategy 

   

Facilitate the development 

of the communication 

strategy 

112 110 222 14 3 2.39 239 

Facilitate the development 

of the sponsorship strategy 

115 100 215 21 3 2.37 239 

Facilitate the stakeholder 

involved engagement 

strategy 

115 108 223 14 2 2.41 239 

Develop the change 

impact and readiness 

strategy 

91 
116 207 29 2 2.23 238 

Develop the learning and 

development strategy 

62 128 190 45 4 2.04 239 

Develop the measurement 

and benefit realization 

strategy 

58 109 167 61 11 1.90 239 

Develop the sustainability 

strategy 

67 119 186 45 7 2.03 238 

Develop a comprehensive 

change management plan 

117 99 216 18 4 2.38 238 

 

The fourth category of ACMP competencies is - Execute the Change Management Plan.  

Findings show that the two standards in this category received an average rating of 2.0 – 3.0 

suggesting that practitioners believe these competencies are critical to the success of a change 

management project.  The skill of execute, manage, and monitor the implementation of a change 

management plan had the highest rating (M = 2.5); 227 out of 237 survey respondents rated this 

standard as critical or extremely critical.  Very few respondents indicated that these standards 

were not critical (see Table 4.4). 
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Table 4.3  

Change Management Competencies by Criticality – Third Category 

 

  

Extremely 

Critical 

 

  

Critical 

 

 

 

Extremely 

Critical & 

Critical 

combined 

Some-

what 

Critical 

 

Not 

Critical 

 

 

Mean n 

Develop the Change Management Plan 

Integrate Change 

Management and project 

management plans 

 

91 94 185 47 6 2.13 238 

Review and approve the 

change plan in 

collaboration with 

project leadership 

 

85 117 202 34 2 2.19 238 

Develop feedback 

mechanisms to monitor 

performance to plan 

 

68 125 193 43 2 2.08 238 

 

 

Table 4.4 

Change Management Competencies by Criticality – Fourth Category 

 

  

Extremely 

Critical 

 

  

Critical 

 

 

 

Extremely 

Critical & 

Critical 

combined 

Some-

what 

Critical 

 

Not 

Critical 

 

 

Mean n 

Execute the Change Management Plan    

Execute, manage, and 

monitor implementation of 

Change Management plan 

 

134 93 227 9 1 2.50 237 

Modify the Change 

Management plan as 

required 

105 115 220 15 2 2.35 237 

 

The fifth category of ACMP competencies is - Complete Change Management Effort.  

Findings show that one out of three standards in this category received an average rating of 2.0 – 
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3.0 suggesting that practitioners believe these competencies are critical to the success of a 

change management project.  The skill of Evaluate the outcome against the objectives had the 

highest rating (M = 2.06); 199 out of 238 survey respondents rated this standard as critical or 

extremely critical.  The following competencies received an average ranting below 2.0 –1) 

Design and conduct lessons learned evaluation, provide results to establish internal best practices, 

and 2) Gain approval for completion, transfer of ownership, and release of resources.  Between 8 

and 15 respondents indicated that the three standards were not critical (see Table 4.5). 

  

Table 4.5  

Change Management Competencies by Criticality – Fifth Category 

 

  

Extremely 

Critical 

 

  

Critical 

 

 

 

Extremely 

Critical & 

Critical 

combined 

Some-

what 

Critical 

 

Not 

Critical 

 

 

Mean n 

Complete the Change Management Effort    

Evaluate the outcome 

against the objectives 

 

67 132 199 28 8 2.06 235 

Design and conduct lessons 

learned evaluation and 

provide results to establish 

internal best practices 

 

38 109 147 73 15 1.70 235 

Gain approval for 

completion, transfer of 

ownership, and release of 

resources 

54 115 169 56 11 1.88 236 

 

 

Using the tabulated results, the researcher examined the data to identify differences across 

geographical regions, industry, years of experience, highest education completed, and job titles. 

However, the only minor differences were found so they are not reported.  
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Research Question 2  

 In addition to rating the criticality of the 31 standards identified by ACMP, respondents 

were asked – Are there other competencies that are critical to the success of a change 

management project?  A total of 110 out of 240 participants provided responses for this 

particular question, resulting in a 46% response rate.  Some participants listed more than one 

competency, which resulted in 161 total responses.  After gathering, consolidating, and 

categorizing each response, a total of 25 competencies were identified.  Additional competences 

listed by more than 15 survey respondents were – Form a Change Team, Analyze the change 

environment, and Influence change audience (see Table 4.6). 

 

Form a change team.  Approximately 14% of the 161 responses mentioned forming a change 

team or a change coalition.  Some of the comments include “Build coalitions, first of all 

sponsorship coalitions but also coalitions/networks gathering existing CM expertise in the 

company”, “Bring key stakeholders in key positions”, "Identifying the resources necessary to 

execute the change", and “Creation and management of a change network”. 

 

Analyze the change environment.  Approximately 11% of the respondents mentioned 

assessment as a critical competency for a change project.  Their comments include “Assess 

organizational climate”, “Predicting stakeholders that will be supporters, resistors, and 

detractors”, and “Upfront analysis of affected groups and organization's culture - doing a 

thorough job on these things helps you design a customized, effective strategy and plan”.   
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Table 4.6 

Additional Competencies 

                                                                              n Percentage 

Form a change team 

Analyze the change environment 

Influence change audience 

Provide coaching 

Help to establish sponsorship 

Ability to devise a strategy 

Possess emotional intelligence 

Embrace flexibility during projects  

Encourage collaboration 

Practice effective communication 

Facilitate discussions 

Possess project management skills 

Devise a resistance management plan 

Provide training 

Determine benefits of a Program 

Devise an action plan 

Adapt in a new environment 

Involve HR  

Display professionalism 

Identify stakeholders 

Propose issue resolution plans 

Display listening skills 

Manage a change team 

Possess a sense of resilience 

Determine a risk mitigation plan 
 

22 

17 

15 

13 

12 

10 

9 

9 

7 

6 

6 

6 

6 

6 

3 

2 

2 

2 

2 

1 

1 

1 

1 

1 

1 
 

13.66% 

10.57% 

9.32% 

8.07% 

7.45% 

6.21% 

5.59% 

5.59% 

4.35% 

3.73% 

3.73% 

3.73% 

3.73% 

3.73% 

1.86% 

1.24% 

1.24% 

1.24% 

1.24% 

0.62% 

0.62% 

0.62% 

0.62% 

0.62% 

0.62% 
 

 

Influence change audience.  Approximately 9% of the respondents mentioned the importance 

of influence in change projects.  Their comments include “Influence sponsors and advocates”, 

“Ability to negotiate”, “Ability to lead with influence”, and “Influence the business architecture 

impacted by the change itself”, and “Influence the leadership engagement in the change process”. 

 

Provide coaching.  Approximately 8% of the respondents mentioned the importance of coaching.  

Their comments include “Coach leaders and managers through every stage of change 
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management are some critical skills that a change management practitioner needs to possess”, 

“Train, Support, Coach the key Players to give them the strength to survive”, “Ability to coach 

leaders”, “Senior leadership coaching”, and “Facilitation and coaching skill”. 

 

Help to establish sponsorship.  Lastly, approximately 7.5% of the respondents mentioned 

sponsorship as a critical competency for a change project.  Their comments include “Gaining 

leadership alignment; orchestrating the development of commitment”, “Continuous and effective 

sponsorship is one of the top (if not THE top) indicator of change success.  I don't see nearly 

enough around sponsorship in this list”, and “Establish Sponsorship Governance”.  

 

Research Question 3 

An examination of the data in Table 4.7 revealed that the five most highly ranked 

competencies across all categories were: 1) Identify sponsors who support and are accountable 

for the change (M = 2.63),  2) Define the change (M = 2.58),  3) Determine why the change is 

required (M = 2.58),  4) Identify stakeholders affected by the change (M = 2.58), and 5) Execute, 

manage, and monitor implementation of a change management plan (M = 2.50).  

 

  



 46 

Table 4.7 

Top Five Most Critical Competencies 

                                                                            Overall Mean 

Score 

Overall 

Ranking 

 

1) Identify sponsors supporting and accountable for the change 

 

2) Define the change 

 

3) Determine why the change is required 

 

4) Identify stakeholders affected by the change 

 

5) Execute, manage, and monitor implementation of change 

management plan 
 

2.63 

 

2.58 

 

2.58 

 

2.58 

 

2.50 

1 

 

2 

 

2 

 

2 

 

3 

 

 

Interview participants agreed that the top five competencies were highly critical.  They were 

asked to explain why they agreed or disagreed that the five competencies are highly critical for a 

change project.  Then they were asked to provide examples as to how they implemented those 

competencies.  Below is a summary of the major themes for each competency followed by 

examples provided by the interviewees. 

1. Identify sponsors supporting and accountable for the change. 

a) Engagement 

b) Coaching 

2. Define the change. 

a) Clarity 

b) Change at an Individual Level 
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3. Determine why the change is required. 

a) Sincerity 

b) Compelling reasons 

4. Identify Stakeholders affected by the change.   

a) Organizational Chart 

b) Coalition 

5. Execute, manage, and monitor implementation of change management plan. 

a) Goals 

b) Data 

 

Identify Sponsors Supporting and Accountable for the Change 

All twenty interviewees agreed that finding a supportive sponsor was critical for a change 

project.  An overwhelming number of respondents shared that a project sponsor can heavily 

influence the success of a change project.  More specifically, they explained that the notion of 

influence is achieved by high engagement and coaching. 

 

Engagement 

The sponsor’s engagement was important because without it, there is virtually no 

gateway for the change to be led.  This gateway was further explained by one practitioner from 

California, where she provided an example from one of her recent projects.  This Change 

Management Lead working for an Energy company in the United States explained that after 

spending 20 years in change projects, she knew that if a sponsor was not fully engaged in the 

project, the likelihood of user adoption and user acceptance of the desired change was going to 
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be low.  She gave an example of a Microsoft Office 365 project.  The sponsor was the biggest 

advocate in explaining why the company was undertaking the change, and his active 

involvement led to engagement of mid-managers who had direct influence over its users, 

resulting in high user adoption rate and acceptance from employees. 

Another participant echoed the importance of finding an engaged sponsor.  This Director 

for a consulting company in the United States, with more than 21 years of experience, explained 

that a sponsor has significant influence in sending the right signal throughout the organization.  

He believed that a sponsor should be responsible for sending a powerful message to mid-

managers and explaining that the change is an important initiative for the organization.  This is 

because in many corporate environments, employees are influenced by their direct managers and 

these managers are influenced by their executive sponsor, who is often the project sponsor.  As 

such, without an engaged sponsor the organization will not be able to send the intended signal 

and message properly across the organization.  If the message is not sent and supported from an 

infrastructure perspective, resistance may be inevitable. 

When asked for examples as to how sponsors are identified, several respondents stated 

that sometimes a sponsor name is provided to them, but many times they will look at the 

organizational chart in order to identify the right sponsor.  For example, several interviewees 

shared that leaders from each business functional area, such as engineering, HR, and finance 

should be identified first.  Then, cross out any functional areas that are not impacted by the 

change.  Then the change manager should review the remaining units, identify the top executive 

where those impacted functional units roll up to, and reach out to that person as the primary 

project sponsor.  



 49 

Coaching 

One theme that emerged from responses was the potential need for coaching sponsors.  

Interviewees indicated that sponsors may not always understand how they need to be engaged.  

A Founder of a Consulting Company in Germany stated that getting the sponsors engaged is a 

significant challenge and can be mitigated through coaching.  He explained that many sponsors 

view change management projects as a common and classic project type.  For many of them, the 

project was about allocating resources, making decisions, and receiving status updates.  But 

change management is different in that it is about being present, doing talks, convincing people, 

and evangelizing the benefits.  A change management project is about being active on shop 

floors instead of scheduling intermittent committee meetings. 

When interview participants were asked to give an example about how they coached a 

traditional sponsor, a Director for a Consulting company in South Africa had an insight.  He 

explained that he used video recordings to help Sponsors identify areas they need to improve on 

when delivering the change message to a large audience.  Another participant from Germany 

responded that he provided a one or two-day simulation training.  This interview participant 

explained that for one of his IT projects he provided a simulation activity for a manager who did 

not fully grasp the challenges that mattered to the people.  So during the simulation, he asked the 

sponsor to play a role as shop floor person presented with real people and real issues.  When the 

manager completed the simulation, he saw what shop floor employees were struggling with 

through their lenses.  Since the simulation activity, he became very much engaged in 

communicating and evangelizing the change from an individual worker’s perspective.  This type 

of simulation helps to bring full engagement rather than partial engagement. 
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Another change manager provided an example where she used coaching to activate a 

sponsor’s engagement.  This change manager from the United States worked for a Petroleum 

company, and the project sponsor did not have the basic skills around change management.  This 

sponsor was a finance manager, who was tasked to lead an SAP technology implementation. 

Because he was a ‘numbers’ guy and not a technical person, the change manager provided 

specific talking points for him.  So when he spoke with his peers, the change manager provided 

talking points about how the change benefited the managers.  But when he spoke with the people 

that were directly impacted, the change manager gave talking points that were more about 

‘what’s in it for me’.  

 

Define the Change 

All twenty interview participants agreed that defining the change was critical for the 

success of a change management project.  They believed that this competency was critical 

because it brings clarity to the overall effort and defines the actual change at an individual level.  

The need for clarity and defining the actual change are discussed in this section. 

 

Clarity 

Defining the change is another way of defining the future state, but many interview 

participants stated that the future state is not always clear.  Many practitioners stated that without 

a clear future state, or a future vision, change is rarely achieved.  When the researcher asked the 

participants to elaborate, they explained that many organizations know what they wish to change 

but have not clearly defined the change.  For example, a Change Management Lead from the 

United States working in the manufacturing industry was engaged in a Microsoft Office 365 
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implementation project when she realized that the organization often labeled this change as 

conversion from the desktop version to the Cloud based system.  Although Microsoft Office 

product functionalities and applications did not change from the desktop version to the cloud 

based system, the real change was working from an isolated platform to working in a more 

collaborative environment.  One benefit gained from the change was that users no longer needed 

to be concerned about version controls of the document in a shared environment.  So the much 

needed clarity in this effort was that the change was not about the system location, but it was 

about behavior in working together in a shared environment.  

 When the researcher asked for an explanation as to how they go about defining the 

change, many of them explained that they have a project charter used to discuss the reason for 

the change – which includes the magnitude of the change and the consequences of not changing. 

 

Change at an Individual Level 

Another theme that emerged from the responses was the importance of defining change 

from the point of view of an individual’s day-to-day activity.  Many respondents explained that 

once the future vision has been defined, the next task is to understand exactly how an 

individual’s responsibilities and tasks will change as a result of the project.  Several interviewees 

shared that defining the current state to the future state is the key in helping people understand 

what is going to change in their jobs.  This definition also helps in developing communications 

and training plans.  Despite its importance, however, a Consultant from the United States who 

worked in the manufacturing sector explained that identifying the detailed level of change, such 

as how one’s daily task is going to change, is often ignored in a change project.  He explained 

that defining the change on an individual level is neglected because of the difficulty of 
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understanding an individual’s daily tasks and also the lack of motivation to do additional work 

on top of what he or she is already performing.  There is no incentive and recognition of going 

the extra mile to identify how an individual’s job will be different once the change is in place. 

This interview participant provided an example of how one of his clients was successful 

in defining the change but failed to identify the actual change on an individual level. He 

explained that failure to identify the change on an individual level would have resulted in the 

failure of the project.  This is because if an individual does not change their actual daily 

responsibilities, the future vision cannot be achieved.   In this example, he explained that he was 

one working for a company that was going to be under FDA jurisdiction and was required to 

meet the FDA rules and policy.  When he interviewed six employees that were impacted by the 

FDA regulation, everyone seemed to have understood the future vision and no one expressed any 

resistance.  But when they were asked how the change was going to impact their daily activities, 

they responded that the change would not impact them at all.  Clearly, the change and the impact 

to individuals were not communicated effectively.  This becomes an issue for change managers 

because in the absence of defined change for individuals, they would not have a way to put a 

training plan together. 

 Several interview respondents explained that in an ideal situation having two to three 

managers in a room and facilitating the exercise as a group would define the change.  They 

further explicated that this is the most effective way to define the actual change for each of the 

impacted employees.  This approach ensures that they can share their collective knowledge, and 

perform diagnosis as subject matter experts. 
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 When they were asked to give examples as to how they have used change definition in an 

actual job, interviewees stated the importance of defining the current state versus the future state.  

For change practitioners, this effort was done to identify the delta between the two states, which 

is designed to help to identify exactly how an individual’s responsibility is going to change.  

According to a Consultant from Midwest United States who worked in the technology sector, 

change tactics need to be “developed for unique stakeholder group, based on the level of impact” 

and change management “cannot be executed as a one size fits all approach”. 

 

Determine Why the Change is Required 

All interview participants agreed that defining the reasons for change is critical for a 

successful change project.  When they were asked to explain why this competency is important, 

they explained that if the employees do not hear the explanation with sincerity along with 

compelling reasons, they are not likely to support and adapt to change.  In other words, genuine 

messages and a compelling case make change projects run more effectively.  The details are 

provided further in this section. 

 

Sincerity 

One European interview participant from the consulting sector emphasized the 

importance of sincerity when communicating why change is needed.  For example, he believed 

that the challenge of understanding why change is necessary was not in writing the statement, but 

rather in speaking in an open manner where people feel the sincerity in the message.  He 

mentioned that many organizations give press releases and announcements that are politically 

sound, but the message does not reach the employees’ hearts.  In fact, he believed that some 
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organizations are secretive when communicating why change is required.  For example, one 

international bank was struggling to cope with a large of number of IT projects.   This struggle 

was a result of a recent financial crisis that led to stricter governmental regulation and 

compliance requirement.  After some time, they did not have the opportunity to communicate 

sincerely why change happened or the driving force behind the initiative.  The organization was 

not transparent with the reasons for change, and they were not able to cope with the people and 

manage resistance.  As a result, the adoption rate for the change was low.  

A Consultant from the East Coast of the United States who worked in the manufacturing 

sector shared an example where sincerity helped to implement the change successfully as an 

organization.  He gave an example of where one Aluminum company’s plant manager displayed 

a very simple bar graph to a large group of plant workers to express his reasons for proposing a 

change.  Without using any numbers, he explained how well the company is performing 

compared to others but explained that the aluminum cost will drop in the near future.  He gave an 

honest, straightforward, and transparent reason for the change and spoke from the heart that they 

needed to prepare for the worst.  In order to survive, the plant would have to cut cost.  As such, 

they were going to introduce a series of changes in order to help the plant survive what was most 

likely going to happen in the foreseeable future.  He then asked for everyone’s support in 

accepting and adapting the change.  The plant manager gave a very honest reason as to why they 

have to embrace change, and it was communicated to the employees in ways they saw the 

sincerity in his message.   

This interviewee explained that in order to sell the change to the employees one has to 

start with honesty.  If the employees feel the spin in the message, it would be easy to lose trust.  
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There is an element of dishonesty in spinning, and trust has a big impact in the success of a 

change. 

 

Compelling Reasons 

Providing compelling reasons for change was another theme that emerged from the 

interviewees.  A Consultant from Brazil who worked in the manufacturing sector shared that 

having a compelling reason for change is extremely critical for the success of a project.  

Therefore, he typically asks a series of questions to his client in order to fully understand the 

reasons for the change.  Some of these questions include ‘what is happening around you with 

your competitors’ and ‘what changed in government regulation’.  These questions are intended to 

formulate a convincing story that the current state is no longer viable, therefore the organization 

needs to change.  If the reasons are not legitimate, people will refuse the change or come up with 

their own change. 

Similarly, a Director at a Change Consulting company in the United States stated that 

without the answer to ‘so what’, a change manager will struggle the entire duration of the project.  

He explained that change is complex, and people need to understand why they need to change in 

relation to ‘what’s in it for me’.  For example, he worked on a hospital project that was rolling 

out PeopleSoft.  This IT implementation was necessary because of the need to incorporate 

Obamacare, which required complex price changes to Medicare and Medicaid.  The hospital did 

not have the back office operation to support the new legislative process.  The compelling reason 

they gave to the employees was that if the hospital is unable to handle this change through 

PeopleSoft, the employees may not have the job.  He gave another example where he was  

working for an aerospace company that was implementing the same system as the hospital.  The 



 56 

compelling reason was that without an ERP system, the company did not have a good way to 

provide answers to congressional inquiries about their budget.  In other words, the company 

needed to understand how much budget they had left after each space mission in order to ensure 

continued support from the government.  The company was spending many weeks gathering 

information rather than having the data available at the push of a button.  As such, the ability to 

provide budget information with ease was necessary in order to secure future budget.  

Interviewees mentioned that they define the “why” by conducting iterative conversations 

and meetings.  One Consultant from the United States explained that she usually sits down with 

the senior management to have discussions around this topic.  Another Change Management 

Lead from the United States working in a manufacturing sector stated that she included change 

management as a talking point during the overall project team meeting.  During that time, she 

asked “is this why we are doing the change?” to various team members.  Some responses were to 

save money, increase revenue, and others.  She then collected responses from various managers 

that represent different perspectives and tried to bring them to consensus.  

 

Execute, Manage, and Monitor Implementation of Change Management Plan 

All change practitioners agreed that execution, management, and monitoring is critical 

for the success of a change project.  When asked to explain why, they explained that execution, 

management, and monitoring ensures that planned activities are carried out according to 

carefully devised plans, and thus ensures the project success.  The two themes related to this 

competency are goals and data, and they are discussed in this section. 
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Goals 

Many practitioners mentioned that the execution of change efforts is only as good as how 

well it is aligned with the goal.  Without clear goals and objectives, execution and management 

or monitoring activities will not be successful.  In an effort to align activities with the project 

goal, many change managers integrated their activities with the overall project plan managed by 

project managers.  Many practitioners explained that they worked closely with project managers 

and integrated change project schedules with the overall project schedules.  One Consultant from 

Germany who worked in the consulting sector mentioned that his company is a project 

management company, therefore much of their deliverables are made in light of project 

management methodology.  A client once told him that although they did not fully understand 

what change managers do, their work results in higher adoption rates than other projects.  This 

interviewee indicated that the success rate of a project is high when they offer the client 

integrated project management and change management plans. 

 

Data 

Data collection was also mentioned as an important criterion.  As practitioners are 

expected to execute, manage, and monitor change management projects, data are used to monitor 

the progress and measure its success.  One Director from the United States working in the 

consulting field stated that his change efforts are heavily dependent on data, which consist of 

surveys, focus groups, issues log, and informal listening of key stakeholders.  These types of data 

helps him understand where he is in the change effort, monitor the progress, help to identify 

resistors and sharpen his message to address resistance, and devise an escalation plan to the 

governance committee to resolve it internally. 
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When asked to provide a specific example how data collection was used in a project, a 

Consultant from the U.S. who worked in the manufacturing sector explained the use of a 

maintenance system to monitor a number of issues.  For example, he was leading a project where 

the goal was to reduce the number of unplanned machinery issues at a manufacturing facility.  

This required the machinery operators to follow different processes and protocols than what they 

had been doing previously.  The change in the performance was necessary in order to reduce the 

number of machinery breakdowns, thereby reducing the number of unplanned machinery fixes 

and shut downs due to safety issues.  In an effort to monitor the progress of the project, he kept a 

close eye on the issues tracking systems to see if the number of defects decreased.  This was his 

way to monitor the change in behaviors, which was reflected in the tracking mechanism. 

 

Identify Stakeholders Affected by the Change 

All interviewees agreed that the identification of stakeholders is critical.  When asked to 

explain why, they explained that the identification of stakeholders is the only effective way to 

reach the employees that are expected to change the behavior as a result of the change project.  

Two themes were identified - organizational charts and building coalitions, and they are 

discussed in this section. 

 

Organizational Charts 

When asked to provide an example of how they identified stakeholders, several 

interviewees referenced an organizational chart to understand those that are directly impacted by 

the change.  One Consultant from the East Coast of the United States with 1-15 years of 

experience stated that he takes an organizational chart and begins to cross-out the business units 
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or departments that are not impacted by the change.  Then he goes to the bottom of the 

organizational chart, and makes his way to the top to identify the managers with direct 

responsibility over the employees that are impacted by the change project.  Another Consultant 

working in the Insurance industry in the United States explained that she follows a very similar 

process on her projects.  At times, the stakeholders are not aware that they are stakeholders.  In 

this case, the change manager is responsible for communicating and explaining their roles in the 

project. 

 

Coalition 

One participant stated that he always identifies the most senior person in the project to 

establish a formal governance structure.  This structure consists of senior and middle managers 

who were responsible for managing project progress, driving change within their area, and 

resolving conflict.  
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CHAPTER 5 

DISCUSSION 

 

 
The purpose of this study was to validate and strengthen the change management 

competencies developed by ACMP and to determine which five skills practitioners think are the 

most critical ones.  Change management practitioners identified the criticality of the ACMP 

competencies, gave suggestions for additional competencies, and provided examples of how the 

five most critical ones are implemented in practice.  This chapter begins with a summary of 

major results, followed by explanations of the findings, implications of the study, and possible 

future research. 

 

Summary and Explanation of Findings 

• A large majority of respondents indicated that all of the ACMP competencies are 

critical for the success of a change management project. 

• The five most highly rated competencies were: 

1. Identify sponsors supporting and accountable for the change; 

2. Define the change; 

3. Determine why the change is required; 

4. Identify stakeholders affected by the change; 

5. Execute, manage, and monitor implementation of change management plan. 

• Four out of five most highly rated competencies were from the same category - 

Evaluate change impact and organizational readiness.  
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• Respondents mentioned five skills in addition to those included in the ACMP 

standards: 

1. Form a change team 

2. Analyze the change environment 

3. Influence the change audience 

4. Provide coaching 

5. Help establish sponsorship 

• Analysis of the interview data revealed that: 

1. Engagement and coaching are important for the identification of sponsors who 

support and are accountable for the change. 

2. When implementing the competency of defining the change, clarity and the 

impact of the change on individuals should be considered. 

3. Being sincere and providing compelling reasons are essential when 

determining why the change is required. 

4. Determining goals and collecting data are important considerations when 

executing, managing, and monitoring a change management plan. 

5. When identifying stakeholders affected by the change, organizational charts 

and coalition building are important. 

 

The finding that most participants rated all 31 ACMP competencies as critical is not 

surprising.  Data indicated that only five competencies had an average rating below 2.0 (3 = 

extremely critical, 0 = not critical); each of these five skills were rated as not critical by 15 or 
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fewer survey respondents.  These findings are aligned with competency validation studies 

conducted by ibstpi showing that instructional design and training professionals tend to rate their 

job and the skills required to perform it as important and critical (Koszalka et al., 2014).  An 

explanation relates to Self-Presentation Theory suggesting that people exhibit behaviors that 

attempt to project themselves as important to other people (Baumeister & Hutton, 1987).  It is 

possible that participants in the current study rated all the competencies as critical because they 

wanted to convey the message that the work they perform is important for the success of their 

organization. 

 Another explanation for this finding relates to how ACMP identified competencies for 

change managers.  The list was devised by experts and thought leaders in the field who 

contributed, debated, and refined the list (ACMP 2015).  It is very possible that these experts did 

indeed identify the most critical skills required of change managers.  If so, it is not unexpected 

that many practitioners think all the competencies are critical to the success of a project. 

While all 31 competencies were rated critical, the results revealed that some were 

perceived as more critical than other.  Identifying a sponsor was one of the top five most highly 

rated skills.  One explanation is that a sponsor is a leader in a change project, and without a 

leader, the program would not have a way to influence people’s behavior.  If behaviors do not 

change, the change project would fail.  Literature shows that leaders are vital for successful 

change and they can influence the project to succeed or fail (Gilley et al., 2009; Müller & Turner, 

2010).  Other management literature suggests that leaders influence the behavior of others 

(Folkman, 2010) by articulating the desirable future visions for the organization (Bass, 1985).  

Such behaviors are also explained in theories of change leadership (Fernandez & Rainey, 2006) 
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as well as Group Formation Theory, where Tuckman posits that leadership in an environment is 

critical when forming a new group.   

Defining the change was also rated very critical by change practitioners.  One explanation 

is that without it, there is no clear goal to align all efforts.  Without a goal, a change project can 

easily become a waste, resulting in catastrophic chaos from time, money, and effort perspective.  

Defining the goal is important because it provides an agreement of group norms (Goodman et al., 

1987; Sutermeister, 1969) and brings cohesion (Goodman, et al., 1987).  The literature suggests 

that defining a common goal is important because without it, conflicts can arise.  Reichers (1986) 

stated that conflict is conceptualized as the difference between the individual’s goals and top 

management’s goals.  These behaviors are supported by Lewin’s Change Theory, which posited 

that without a clear definition of change for each person, it would be difficult for members to 

understand how to shift the equilibrium to a new level.  Ford and Greer (2006) reported that 

identifying the goal or defining the change was the grounds for changing expectations and 

motivating the assessment of the organization’s relationship with its environment.  Others 

indicate that goals have influence on employee behavior (Locke & Latham, 2002).  Herzberg’s 

Motivation Theory (2010) supposes that goals serve as the fundamental element that drives 

employee motivation.  Goals also serve as a vehicle to execute, manage, and monitor a change 

management project, another of the most highly rated competencies in the current study. 

Understanding the reason for change was another critical competency that was rated 

within the top five.  One plausible explanation for this finding is that the reason for change helps 

define the value of the change, and value changes people’s behavior.  Research has repeatedly 

shown that many successful organizations are guided by shared values.  Kotter & Heskett’s 
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Corporate Culture and Performance (1992) explained that companies with shared values 

outperform their competitors.  A study conducted by Collins & Porras (1994) revealed that 

companies that focused on shared values outperformed the general stock market.  Change 

practitioners probably rated this competency as very critical because without understanding the 

value, employees would not change their behavior.  Based on the literature, value need to be 

shared and understood in order for employees to change their behaviors.  Change practitioners 

probably rated this competency as highly critical because if behaviors do not change, a change 

project would be considered a failure. 

Identification of stakeholders was also rated as a highly critical competency.  One 

plausible reason for this result is that identifying stakeholders will enable tailored messages and 

training, which should lead to higher chances of changes in behavior.  It is worth noting that this 

is critical because if the stakeholders do not change, then the entire project fails.  This 

explanation relates to Segmentation Theory.  The concept of segmentation finds its root in  

economic theory, where a company selling a homogeneous product in a heterogeneous market  

can maximize profits (Claycamp et al, 1968).  It became one of the core strategies utilized in 

marketing (Weinstein, 1987; Kotler & Andreasen, 1987) where it was used to select customized 

messages to connect with specific audiences (Wells, Burnett, & Moriarty, 1989).  The 

advantages of this approach in change projects is that uses of tailored communication medium 

and customized training can generate higher adoption rate from the people that must change their 

behaviors.  Grunig (1989) described segmentation as a way to generate a higher return by 

identifying mutually exclusive segments, which would be the groups of stakeholders in a change 

project. 
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 In examining the data, very minor differences were found between groups of participants 

from various geographical regions and industry sectors.  While other authors suggest the 

importance of culture in organizations (Euchner, 2013), the results from the current study 

indicate that the participants responded quite similarly regardless of their region, industry, 

education, years of experience, and job title. 

 

Implications 

The findings have implications for change management practitioners, instructors, 

recruiters, and organizational leaders.  First, it is recommended that change practitioners aim to 

develop competency, strength, and expertise in the areas that were identified as most critical.  

These goals can be achieved by placing additional emphasis on the stages that require the most 

critical competencies.  Practitioners should also consider using examples from interviews to 

understand how they can incorporate the examples in change projects and implications.  

Similarly, college instructors should aim to inform and highlight the findings in business, 

education, and communications courses so that students can be better prepared for the workforce.  

The discussion of these topics during class can bring many benefits, such as increasing  

knowledge and equipping students with tools and skills to help mitigate issues in change projects.  

The underlying hope of these efforts is that as a result of preparation, the workforce will 

experience less difficulty when faced with inevitable change.  Thus, college instructors can 

contribute in this domain by informing students in management courses, organizational 

leadership courses, performance improvement courses, communication courses, and in some 

cases, change management courses.  Lastly, it is recommended that organizational leaders 
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recognize the importance of having core skills in change projects.  In order for an organization to 

adopt changes expeditiously and effectively, the leaders should understand the critical 

competencies and create carefully designed strategies.  The findings revealed that a change 

project does not take place in a vacuum but it is most successful when leadership collaborates 

with change practitioners. 

 

Future Research 

This study revealed additional opportunities for future research.  First, additional studies 

should be conducted using larger number of participants from countries outside of North 

America.  The Change Management field is relative new and still maturing in many parts of the 

world.  In order to help corporations embrace change efficiently and effectively in global settings, 

we need to better understand the impacts of culture in change projects.   

The researcher aimed to recruit many change managers from various countries.  However, 

LinkedIn membership from Asia, Africa, and Central America was much lower than North 

America and Australia.  Even if the members were identified, many of them did not participate in 

the study.  As such, recruiting additional members from Asia, Central America, and Africa 

would contribute to the body of knowledge.   

Collecting data from around the world would help us understand the differences among 

cross-cultural and cross-disciplines.  For example, identifying the differences between North 

America and Europe can better inform change practitioners about different strategies when 

working with clients around the world.  Furthermore, the differences found in various industry 
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can optimize Change Management practices by providing industry specific insight and 

requirements.  

Another area for future research is qualitative study on situational strategy.  The current 

study provided examples on how competencies were used based on 20 participants and 

interviews.  However, the strategy to exercise a specific competency could be circumstantial, 

influenced by industry, company culture, size of the organization, and more.  As such, it would 

be helpful to understand which strategy should be used for the same competency. 

 

Conclusion 

We live in a world where change is inevitable and people are expected to adapt to it 

rapidly with an insufficient amount of guidance.  This research study was driven in part by the 

desire to contribute solutions to real problems that create many difficulties among organizations 

and people when change is required.   

Knowing that about 70% of all change initiatives fail (Higgs & Rowland, 2000), the 

researcher aimed to understand she skills required to increase success rates in change projects, 

and more importantly, aim to reduce problems that people experience during these efforts.  If 

change management practitioners are at the center of organizational change, then they will 

benefit from knowing the critical competencies that will have a direct impact on the change 

efforts.   

In the future, Change Management competencies and standards will need to encompass 

additional critical items mentioned in this study as well as examples of how each critical 

competency should be applied.  The applications guideline specific to the organizational culture 
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and different types of change would need to be elaborated on in more detail.  Research would 

have to connect various ideas and suggestions to more concrete proposals supported by empirical 

evidence of practitioners and theory.  Generalizability should be explored by reaching out to 

even larger change management practitioners, and the links between uses of critical 

competencies and its outcome need to be reported. 
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APPENDIX A 

 

SURVEY 
 

 

SECTION 1 - COMPETENCIES 

We want to understand which of the following competencies are critical for change management 

practitioners.  Using the survey below, please rate the criticality of each competency for the 

success of a change management project.  Please select one of the four options – Extremely 

Critical, Critical, Somewhat Critical, and Not Critical. 

The term Critical is defined as a behavior or activity essential to a change manager’s job.  Thus, 

Extremely Critical should be used when a competency is essential for a change management 

project.  On the contrary, Not Critical should be used to identify competencies that are not 

essential for a change management project.  
 

 Extremely 

Critical 

Critical Somewhat 

Critical 

Not 

Critical 

Evaluate Change Impact and Organizational Readiness 

Define the change     

Determine why the change is required     

Develop a clear vision of the future state     

Identify goals, objectives, and success criteria     

Identify sponsors supporting and accountable for the 

change 

    

Identify stakeholders affected by the change     

Assess the change impact     

Assess alignment of the change with organizational 

strategic objectives and performance measurement 

    

Assess external factors that may affect organizational 

change 

    

Assess organization cultures related to the change     
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Assess organizational capacity for change     

Assess organizational readiness for change     

Assess communication needs, communication channels, 

and ability to deliver key messages 

    

Assess learning capabilities     

Conduct change risks assessment     

Formulate the Change Management Strategy 

Facilitate the development of the communication strategy     

Develop the sponsorship strategy     

Facilitate the development of the sponsorship strategy     

Facilitate the stakeholder involved engagement strategy     

Develop the change impact and readiness strategy     

Develop the learning and development strategy     

Develop the measurement and benefit realization strategy     

Develop the sustainability strategy     

Develop the Change Management Plan 

Develop a comprehensive Change Management plan     

Integrate Change Management and project management 

plans 

    

Review and approve the change plan in collaboration 

with project leadership 

    

Develop feedback mechanisms to monitor performance 

to plan 

    

Execute the Change Management Plan 

Execute, manage, and monitor implementation of Change 

Management plan 
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Modify the Change Management plan as required     

Complete the Change Management Effort 

Evaluate the outcome against the objectives     

Design and conduct lessons learned evaluation and 

provide results to establish internal best practices 

    

Gain approval for completion, transfer of ownership, and 

release of resources 

    

 

 

SECTION 2 – Open-Ended Questions 

Are there other competencies that are critical to the success of a change management project?  
 

 

 

Please provide any comments that you would like to share. 
 

 

 

 

INTERVIEWS 

Would you be interested in participating in a 20 minute follow up interview? 

 

__ Yes (please provide your name, phone number, and email address in the space) 

__ No 

 

SECTION 3 – DEMOGRAPHICS 

1. How many years of change management experience do you have? 

 

__ 1 – 5 years        __ 6 – 9 years        __ 10 – 15 years      __ 16 – 20 years    __ 21 years or more 

 

2. Please select the geographical region that describes the location of your job. 
 

__ Africa (enter the name of the country)  

__ Asia (enter the name of the country)   

__ Australia  

__ Canada 
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__ Central America (enter the name of the country) 

__ Europe (enter the name of the country)  

__ New Zealand 

__ South America (enter the name of the country)  

__ U.S. East Coast 

__ U.S. Mid West 

__ U.S. South 

__ U.S. West Coast 

__ Other (enter the name of the country) 

 

 

3. What is the primary industry in which you have worked as a change management practitioner? 

 

o   Academia 

o   Banking/Financial 

o   Construction 

o   Consulting 

o   Health services 

o   Hospitality 

o   Insurance 

o   Real estate 

o   Retail 

o   Other  

 

4. Which of the following best describes your title? 

 

o   CEO/President 

o   Consultant 

o   Director 

o   Instructor 

o   Manager 

o   Professor 

o   Technical Lead Trainer 

o   Student 

o   Other (enter the name of your title) 

 

5. What is the size of your organization? 

 

o   1–20 employees    

o   21–50 employees   

o   51–200 employees   

o   201–1,000 employees  

o   1001 or more employees 
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6. If you possess one or more of the following license/certificate, please check all applicable 

licensures. 

 

o   Certified Change Management Professional (CCMP) program  

o   PROSCI Certification 

o   Qualified Education Provider (QEP) program.   

 

7. Please select the highest degree you’ve completed.  

 

o   Advanced License 

o   Bachelor’s degree 

o   Master’s degree 

o   PhD  

 

 

CLOSURE 

Thank you for your valuable time in completing the survey! If you would like to obtain a copy of 

the results, please provide your email address in the section below so that I can share them with 

you.  
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APPENDIX B 

 

COVER LETTER TO THE SURVEY 
 

 
Dear valued ACMP member, 
 

My name is Sharon Jun, and I am a doctoral student at Florida State University college of 

Education.  I am writing this email because I would like to solicit your assistance in collecting 

data for the advancement of Change Management industry.  I am conducting a study to identify 

the most critical change management practitioner competencies, and other critical competencies 

that should be listed as the Standard.  Please take 15 minutes to complete the survey.  The results 

will add invaluable insight in expanding and promoting the Change Management industry. 
 

Here is the link to the survey - https://fsu.qualtrics.com/jfe/form/SV_781UpSTeAJ9L4sl.  
 

Should you have any questions, please feel free to contact the researcher. 
 

Thank you for your valuable time. 
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APPENDIX C 

 

SAMPLE INTERVIEW QUESTIONS 

 

 
  Related to Research Question #1 - Why  

Here are the top five competencies that were rated as ‘Extremely Critical’ by change 

managers. 

  

Top Competency #1________________ 

Top Competency #2________________ 

Top Competency #3________________ 

Top Competency #4________________ 

Top Competency #5________________ 

 

I would like to go through these competencies one by one.  

 

Let’s talk about competency #1. Do you agree that this competency is extremely critical?  

Why or why not? Can you give me an example of how you’ve implemented it? 

 

Let’s talk about competency #2. Do you agree that this competency is extremely critical?  

Why or why not? Can you give me an example of how you’ve implemented it? 

 

Let’s talk about competency #3. Do you agree that this competency is extremely critical?  

Why or why not? Can you give me an example of how you’ve implemented it? 

 

Let’s talk about competency #4. Do you agree that this competency is extremely critical?  

Why or why not? Can you give me an example of how you’ve implemented it? 

 

Let’s talk about competency #5. Do you agree that this competency is extremely critical?  

Why or why not? Can you give me an example of how you’ve implemented it? 

 

 

Thank you for your valuable time in participating in this interview.  I look forward to 

sharing the results with you! 
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APPENDIX D 

 

INTERVIEW SCHEDULE 

 

 
Interview Participant 1 – December 27th 

Interview Participant 2 – December 27th 

Interview Participant 3 – December 27th 

Interview Participant 4 – December 27th 

Interview Participant 5 – December 28th 

Interview Participant 6 – December 28th 

Interview Participant 7 – December 28th 

Interview Participant 8 – December 28th 

Interview Participant 9 – December 29th 

Interview Participant 10 – December 29th 

Interview Participant 11 – December 29th 

Interview Participant 12 – December 29th 

Interview Participant 13 – December 29th 

Interview Participant 14 – December 29th 

Interview Participant 15 – January 2nd 

Interview Participant 16 – January 2nd 

Interview Participant 17 – January 2nd 

Interview Participant 18 – January 2nd 

Interview Participant 19 – January 2nd 

Interview Participant 20 – January 2nd 
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APPENDIX E 

 

DEFINITION OF TERMS 
 

 
Change Management: A set of activities that are designed to support individuals and 

organizational change to derive the intended business outcome. 

 

Change Management Competencies: The competencies and standards (ACMP, 2015) were 

created to provide a solid baseline for organizations to manage change and deliver intended 

results. 

 

Change Management Professionals: Change management professionals are trained 

practitioners that lead change efforts by following a guided process.  They play a key role to 

ensure that a change meets its original objective on time and budget, and increase employee 

adoption rate. 

 

Competency: An integrated set of skills, knowledge, and attitudes that enables one to effectively 

perform the activities of a given occupation or function to the standards expectected 

 

Criticality: Behavior or activity essential to the change management project.  

 

Developmental change: Occurs when a change is designed to improve existing processes. 

 

Kotter’s Eight States of Change Management: Establishing a Sense of Urgency, Building a 

guiding coalition, Developing and Creating a Vision and Strategy, Communicating the Change 

Vision, Empowering Employees, Generating Short-Term Wins, Consolidating Gains and 

Producing More Change, and Anchoring the New Approach in the Culture. 

 

Limitation: Unexpected constraints found in a study. 

 

Transformational change: Takes place when the organization has a vision that requires a large 

part of the organization to re-design its current state 
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Transitional change: Takes place when an organization decides to replace an existing process 

with a new approach.   
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APPENDIX F 

 

IRB APPROVAL LETTER 
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