
Hydropower Investment 
Promotion Project (HIPP)

Psychology of 
Corporate Change 

September 2010



Hydropower Investment 
Promotion Project (HIPP) 

Stages of Effective Change Management  
– Planning 

• Developing the vision 
• Developing a change strategy

– Communicating
• The introduction of the change will require significant interface with the impacted 

parties at the beginning of the process
• The greater the change, the greater amount of communication
• Continued communications throughout the process will help

– Facilitating
• Use of Change Levers

– Celebrate successful change
• Wearing the Buffalo Robes and burying the “old” bodies 2
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The Change Process
MANAGING CHANGE
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Preparing for Change
Major Issues:
1.  Why do we need to 

change
2.  What is the present 

state like?
3.  What will the future 

state be like?
4.  What is going to 

change?
5.  What is not going to 

change?
6.  Where are we most 

vulnerable in making 
this change work?

7.  What will be the key 
success factors in the 
future state?

Beginning the Change

Major Issues:

1.  What is our change 
strategy?

2.  How do we best 
operationalize change?

3.  How do we best use our 
change levers?

4.  How do we position 
change as a challenge?

5.  How do we minimize 
impact of losses 
experienced by those 
most affected by change?

Cementing the 
Changes in Place

Major Issues:

1.  Ensure using the change 
levers effectively

2.  Ensure that subunits are 
aligned with changes

3.  Ensure that all are 
involved

4.  Understand the purpose 
of  change

5.  Have a picture of desired 
outcomes

6.  Play a part in planning 
and implementing change              

7.  Acquire new behavior

PRESENT STATE DESIRED FUTURE STATE
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The Change Process

MAXIMS TO LIVE BY
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• Clear understanding of the need for change

• Quality of leadership

• Commitment of sponsors

• Clear vision of the future & strategy

• Change structure

• Education and training

• Effective two-way communication

• Measurement systems

• Infrastructure aligned

• Reward systems aligned

• Organization structure aligned

• Skill of change agents

• Communicate, communicate, 
communicate
• Continuous improvement is critical to 
survival
• We’ll keep trying until we get it right
• Celebrate successes

• Think outside the box, 
experiment
• Create ownership/involvement
• Walk the talk
• Hold people accountable

CHANGE LEVERS
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Different Perspectives of Tough Changes
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How will the change 
impact me?

Change 
Announced

Change 
Accomplished

The change might not 
be the right way to go

The change is bad, the 
change will not work

EFFECTIVE USE OF LEVERS

The change may be good,  
time will tell

The change is good, what can I 
do to help make it a success

I helped make the 
change a success
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Introducing Change
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Using a “Deep Throat”
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Change Agents
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Who will help 
me make this 

change?

Senior  
Management

I can. I have
the skills needed
to help you get
the job done.

Change Agent
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Skills Required to Make Changes
– Political skills - Top management must provide the interface/promotion to 

the “outside” to facilitate the change 

– Analytical skills - Change agents need to be analytically gifted and to 
make the changes needed in workflow operations & system analysis and in 
financial analysis

– People skills - Both top management and change agents must understand 
the change process and be able to communicate effectively with all levels 
of the organizations. (charm, courtesy, complimenting, and appreciation 
are good people skills)

– System skills - Change agents must have the ability to understand the 
corporate processes (both engineered and socio-technical) and facilitate 
the changes in the systems.)

– Business skills - Both top management and change agents must have a 
good understanding of how the business works and how the change will 
benefit the business 8
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Why be a change agent?
– A change agent provides direct support for top 

management - high visibility
– The change process is dynamic and the change agents 

can put their ”footprint” in the process by being actively 
involved 

– Change agents expand their own knowledge by working 
on corporate teams and understanding the whole 
business  

– Improves their people skills and provides insight on the 
political skills used by top management

9
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Problems Experienced with Corporate Changes
– Example 1 - Top management communicates through the start of implementation of 

change, only. No feedback system.

– Example 2 - The change is not finalized - Top management does not give recognition 
to the successful efforts of the organization

– Example 3 - Change agents act as rogues - not operating as a coordinated team -
trying to impress top management with their superior skills

– Example 4- New change overlaps previous unfinished change - unclear of what to do 
with previous change efforts.

– Example 5 - Top management does not “walk the talk”.  They must become role 
models of the change.

– Example 6 - Top management and their change agents use threats to force change.

– Example 7 - Change agents do not recognize the hurdles/lack of change

– Example 8 - Change agents are not trained to understand change management
10
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Celebrate the Success          - Close the Loop
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• Rational Empirical 
People are rational and will follow 
their self-interest-once it is revealed 
to them. Change is based on the 
communication of information and 
the proffering of incentives

• Normative Re-educative 
People are social beings and will adhere to 
cultural norms and values.  Change is 
based on redefining and reinterpreting  
existing norms and values, and developing 
commitments to the new ones
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• Power Coercive People 
are basically compliant and will 
generally do what they are told or 
can be  made to do.  Change is 
based on the exercise of authority 
and the imposition of sanctions.

• Environmental People 
oppose loss and disruption but they 
adapt readily to new circumstances.  
Change is based on building a new 
organization and gradually transferring 
people from the old one to the new one.

Four Basic Strategies of Change Management
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Factors in Selecting a Change Strategy
1. Degree of resistance. Strong resistance argues for a coupling of power-coercive and 

environmental-adaptive strategies.  Weak resistance or concurrence argues for a combination 
of rational-empirical and normative-re-educative.

2.   Target Population. Large populations argues for a mix of all four strategies, something for 
everyone.

3.   The Stakes.  High stakes argue for  a mix of all four strategies.  When the stakes are high, 
nothing can be left to chance.

4.   Time Frame.  Short time frame argues for a power-coercive strategy.  Longer time frames 
argue for a mix of rational-empirical, normative-re-educative, and environmental-adaptive.

5.  Expertise.  Having available adequate expertise at making change argues for some mix of the 
strategies.  Not having it available argues for a reliance on power-coercive strategy. 

6.  Dependency. If the organization is dependent on its people, management’s ability to use 
power-coercive is limited.  If people are dependent on the organization, then power-coercive 
strategy is very effective. Mutual dependency almost always requires some level of negotiation.
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