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SURFING THE CHAOS
A Discussion About Leading Change

It is not necessary to 
change. Survival is 
not mandatory.”

– W. Edwards Deming

It is not necessary to 
change.  

“
Generative AI

Remote Working

Cybersecurity
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Three Elements Necessary for Successful Change

Leadership and  
Sponsorship guides and 
governs the change

Project Management 
gives structure to the 
technical side of the 
change

Organizational Change 
Management (OCM) 
gives structure to the 
people side of the 
change

Technical side: 
design, develop 
and deliver the 
new system and 
workflows

People side: 
embrace, 
adopt, and use

Successful 
Change

Good Project 
Management 
Techniques

Effective 
Sponsorship

Formal 
Organizational 

Change 
Management

All three components are required for 
successful change.
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Agenda

1. Approaches to Change

2. Helping People Change
• The change curve
• Empowering individuals
• Effective sponsors

3. Solving Problems
• Resistance
• Stickiness
• Ambiguity

© 2024 Synergy Professional Services, LLC Chg-Surf-002 240506
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Careful Planning
• Kotter’s 8 steps
• Prosci’s ADKAR
• Prosci’s phases

Human Psychology
• Scott, Jaffee, Bridges
• Psychological safety

Highly Adaptive
• Human systems 

dynamics (HSD)

Systems Thinking
• GE CAP
• Prosci’s toolkit

Famous OCM Approaches Focus on Different Things
Web: PollEv.com /jeffo410 Text to 37607: jeffo410 and your answer

Mash Up
• Borrow freely
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1. How do you 
work with with the 

change curve?

2. How do you 
help people thrive 
during change?

3. Who are the 
right people to 
involve early?

4. How do you 
encourage 

initiative rather 
than passivity?

5. What are the 
most important 
things a change 

sponsor must do? 

6. What is the role 
of supervisors and 

first line 
managers?

Round 1

Helping People Change
• The change curve
• Empowering individuals
• Effective sponsors
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How Individuals React to Change (Bridges, Scott, Jaffee)

Deny Commit

Leadership Action:
Inform & Leadership Action:

Communicate Reward

Leadership Action: Leadership Action:
Listen Remove Roadblocks

& Motivate

Resist Explore

Project Leaders can:
● Understand sequence of stages
● Offer appropriate type of help in each stage
● Plan and manage change like a project

Old Way New Way 
Way
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Successful change, at its core, is 
rooted in something much 
simpler: How to facilitate change 
with one person is really a 
collection of individuals changing.”

- “ADKAR: A model for change in 
business, government and our 
community”, p. 1 by Jeff Hiatt

Leaders and advocates 
tend to be furthest along 
the curve and wonder 
why others seem “stuck”

Neutral Zone

Based on models from 
William Bridges and Cynthia 
Scott & Dennis Jaffee 
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Equip People to Chart Their Own Path (Prosci ADKAR)

Awareness
• Of the need
• Of the nature

Desire
• To support
• To participate

Knowledge
• About change 

methods
• About new skills 

and behaviors

Ability
• To handle 

change itself
• To perform the 

new skills

Reinforce-
ment

• To sustain change
• To build culture and 

capability

ADKAR model adapted from Prosci, www.prosci.com

Prosci research shows that 
in successful change efforts, 
a minimum of about 70% of 
affected people have 
sufficient ability by go-live
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Role of Senior Managers (Prosci, Esser, Sirkin et al)

Actively and visibly

participate throughout

the project

A

Build a coalition

of sponsorship with

peers and managers

B

Communicate directly

with managers and employees

C

Adapted from Prosci’s ABC Model, & “The Secret of Adaptable Organizations is Trust”, Joerg Esser, 
HBR, March 15, 2021 & Sirkin, Keenan, and Jackson, “The Hard Side of Change Management”

Provide essential resources

R

Create environment of 

trust, psychological 

safety, and learning

E+
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Vision + holding

9

Discussion 1 – Helping People

As a table, select 
a question from 
the “people” list

Share tips and 
experiences 
about it

Write three top 
insights to share

8 minutes as small groups 1 minute each

If called on, 
summarize one insight 
from your table’s list

… or your own 
people topic

© 2024 Synergy Professional Services, LLC Chg-Surf-005 240430
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Solving Problems
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1. How do you help 
your organization 

deal with ambiguity 
and fear?

2. What are 
effective ways to 

deal with 
resistance?

3. How do you 
make change 

stick?

4. How do remote 
and hybrid work 

affect your 
approach?

5. How do you lead 
a stressed team?

6. How can you 
increase org 

capability for ever-
faster change?

Round 2

Solving Problems
• Resistance
• Stickiness
• Ambiguity
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Resistance is Not Always Wrong!

© 2022 Synergy Professional Services, LLC OCM-Res-003 240502

Listen

Consolidate 
concerns

Reevaluate 
path 
forward

Say thanks 
to the issue 
raisers!

“The employees at issue were NOT change resistant in general; they merely resisted some particular 
changes – and, it turns out for good reason.” – study participant

Listen before trying to combat resistance

Quote from Prosci, “Managing Resistance to Change” study, undated
13

Solutions for Two Kinds of Resistance

1. Address resistor 
directly

2. Listen and 
Communicate:

Seek out and 
counteract FUD

3. Teach others to 
detect and address 

resistance

4. Engage
resistors in design

5. Involve people 
with more 
influence

Active : acting out, building barriers, pushback

© 2022 Synergy Professional Services, LLC OCM-Res-004 OCM-Res-005 240506

1. Communicate honestly

2. Empathize , listen carefully, and dialog

3. Ensure people are equipped to succeed

4. Leverage peer influence

5. Make resistor part of solution

6. Ensure managers are good examples

Passive : disengagement, withdrawal, 
negativity, avoidance
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How to Make Change Stick

Use visible measures 
(e.g. scoreboards and 
performance reviews)

Remove negative 
peer pressure or social 
consequences

Customize rewards to be 
meaningful to what the 

individual values

Recognize individual 
achievements and 
progress

1. Visible 2. 
Meaningful

4. Account-
able

3. Environ-
ment

© 2022 Synergy Professional Services, LLC OCM-Rei-002 OCM-Rei-003a 240502

For Individuals (Prosci)
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How to Make Change Stick

Short-term wins 
(Kotter’s Step 6)

• Intentionally engineer frequent wins
• Celebrate accomplishments, small and large 
• Visibly reward results

Persist and 
accelerate 

(Kotter’s Step 7)

• Build on short term wins with new steps forward
• Change org structures and policies that are not aligned

with vison
• Develop employees who see the vision

Embed the change 
(Kotter’s Step 8)

• Ensure change leaders don’t get distracted
• Connect organizational success to the new behaviors
• Develop future leadership who will continue the work
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For the Organization (Kotter)

16



Surfing the Chaos: A Discussion About Change - SIM PDX 5/8/24 - Jeff Oltmann, jeff@spspro.com

How to Lead in Ambiguous Situations

1. 
Confront 

FUD 

© 2021 Synergy Professional Services, LLC Chg-CLead-001 240502
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Discussion 2 – Solving Problems

As a table, select 
a question from 
the “solutions” list

Share tips and 
experiences 
about it

Write three top 
insights to share

8 minutes as small groups 1 minute each

If called on, 
summarize one insight 
from your table’s list

… or your own 
“solution” topic
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Things to Think About While Designing Your Change

Ways of 
working 

(processes, 
skills, 

knowledge)

Personal 
behavior

Organizational 
structure

All organizational levels have vital and 
different roles during a change.  How 
will you approach each one?

All of these areas may need to 
change.  Have you considered 
them?

Senior Leaders Managers and 
Supervisors

Individual 
Contributors

© 2024 Synergy Professional Services, LLC Chg-Surf-008 240430
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Essential Steps for Success (Kotter)

Adapted from http://www.kotterinternational.com/the-8-step-process-for-leading-change retrieved 6/30/16

Step 1: create sense 
of urgency

Step 2: build guiding 
coalition

Step 3: form 
strategic vision and 
initiatives

Step 4: enlist a 
volunteer army

Step 5: enable 
action by removing 
barriers

Step 6: generate 
short-term wins

Step 7: sustain 
acceleration

Step 8: institute 
change

Chg-Kot-001 240502
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What’s Next?

© 2024 Synergy Professional Services, LLC Chg-Surf-009 240506

There is nothing more difficult to take 
in hand, more perilous to conduct, or 
more uncertain in its success, than to 
take the lead in the introduction of a 
new order of things.”

– Nicolo Machiavelli

“

Write down one idea and try 
it in the next 2 weeks

Receive a summary of 
table discussions

Grab a copy of the slides from 
spspro.com/clients/simpdx

Jeff Oltmann - jeff@spspro.com - web: spspro.com 21


