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Abstract 

The one constant that remains in organizations is change. Project managers and leaders today are 

adopting the appropriate change management skills and competencies necessary to manage the 

human dimensions influencing project success. Recent studies have shown that project managers 

and leaders fail to adhere to the human factors influencing project success. The contributing 

factor to this, is lack of awareness and knowledge of the change management skills required to 

positively influence individuals impacted by change. The models of change management and 

project management have evolved over the years, and there has been an increase in the use of 

psychological approaches when creating models conducive for an organization to achieve project 

success. In order for project managers and leaders to enable project success, they must use a 

psychological approach to manage the human dimensions associated with project success.  

Keywords: change management, project management, project managers, human 

dimensions, psychological, project success 
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Introduction and Background of the Study 

Previous research has shown in the past that the awareness of human factors often gets 

missed within projects. Project managers and leaders must adhere to the human factors that are 

influencing the success of a project. Proper acknowledgement and change management strategies 

are critical in nurturing these components in a project. Project managers should include in their 

skill set the ability to guide organizational change projects. This idea is proven by a study that 

shows “Project success has much to do with whether employees adopt the inevitable changes that 

are advocated such as: leadership, organizational resistance, culture matching, ethics, and 

user/customer satisfaction. Project success is not based on a ‘heroic agency’, i.e., the actions of 

an all-knowing change agent/OD consultant, or extra-competent project manager, who rigorously 

applies project management processes” (Burnes et al., 2012, p. 293). The acquiring of knowledge 

on organizational change theories, tools and methodologies by project managers and leaders will 

promote the integration of change management and project management. Research has supported 

the argument that utilization of both change management and project management disciplines 

will improve project success. Hornstein (2016) has identified that the disciplines are mutually 

supportive and can together contribute to successful delivery.  

 Statement of the Problem 

Studies have shown that not all organizational change projects are implemented 

successfully within an organization. There are a multitude of reasons as to why project 

implementations are not successful and it is primarily dependent upon the type of organizational 

change (technology, re-engineering, downsizing, culture shift, customer satisfaction) being 

attempted. A recent study by Smith (2019) states, “change failure rates seem to vary by the type 

of change attempted” (pg. 30). Studies found that technological change in an organization is 
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implemented successfully about 40 percent of the time. Culture change is only successfully 

implemented 19 percent of the time (Gibbons, 2019). These statistics show that depending on the 

type of organizational change occurring success rates vary. In a study of 42 IT projects, 

McManus and Wood-Harper (2007) found that “technical casual factors account(ed) for 35 

percent of the project failure” (p. 39). The remaining 65 percent were because of “management 

casual factors” (p. 39) - in other words people issues. O’Donovan (2018) comments that in 2002, 

a McKinsey & Company study of 40 organizations found that those with the lowest investment 

in change management had poor change management capabilities, while those that gained the 

biggest returns had strong ones.  

The management and organizational literature have demonstrated time and time again 

that effective change management and leadership significantly influence the success rates of 

organizational initiatives/projects (Giley et al., 2008, Jones et al, 2005; Standish Group, 2013; 

Turner & Mueller, 2005). “In the past project managers and leadership identified sources of 

project difficulties were technology, unclear success criteria, poor project definition, poor quality 

assurance and concurrency" (Flyvbjerg et al., 2003; Meier, 2008; Miller & Lessard, 2000; Morris 

& Hough, 1987, p. 292). Supporting the argument that project managers and leadership focused 

primarily on technical factors in project difficulties, rather than addressing the human factors. 

Most research was conducted to identify factors that determine project success, but the findings 

have tended to reflect a technical bias. Thus, researchers were unconcerned of the impact of 

human factors and focused primarily on technical issues. Which leads to the initial problem of 

unawareness for project managers and leaders to understand the impact human dimensions have 

on project success. In 2008, an IBM survey on the success/failure rates of change projects 

surveys 1,500 change leaders and found that only 40 percent of projects met their schedule, 
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budget, and quality goals. With the biggest barriers to success listed as people factors such as: 

changing mindsets and attitudes (58 percent), corporate culture (49 percent) and lack of senior 

management support (32 percent) (Making Change Work Study, 2008).  

Purpose of the Research 

The primary purpose of this research is to raise awareness to project managers and 

leaders of the importance of the impacts organizational change can have on project success. Prior 

research has determined an increasing prevalence of change management activities to manage 

the human dimensions associated with project success. Enabling a requirement for project 

managers and leaders to gain the necessary competencies and skills to nurture the critical human 

factors that determine a project's success. Therefore it is necessary to bring these findings to the 

attention of individual contributors, managers, supervisors, and senior executive stakeholders so 

that project managers and leaders can develop additional trainings such as: focus groups, 

educational forums, sponsorships, one-on-one meetings and coaching.   

Significance of the Study 

The significance of the project is highlighting the benefits of integrating change 

management tools and methods with project management. Because studies have shown project 

managers and leaders often fail to take into consideration the human factors that impact project 

success, it is a contributing factor as to why projects experience failure. Typically, projects are 

only as successful as the people involved in them, which indicates that project managers and 

leaders should equip themselves with non-technical skills to drive organizational 

initiatives/projects. Examples of these non-technical skills are communications, empathy, active 

listening, honesty and leadership. Recent studies have shown that change management activities 

have become more potent in the project lifecycle.  
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Cooper and King (2007) provide an integrated change control process that includes 

various change management activities in differing level of detail, based upon the completion of 

project execution: (1) identify that a change needs to occur or has occurred, (2) influencing the 

factors that circumvent integrated change control so that only approved changes are 

implemented, (3) reviewing and approving change requests, (4) managing the approved change 

when and as they occur, by regulating the flow of requested changes (PMI, 2004, p. 96). This 

example supports that organizations are truly focusing more on the human aspects of 

organizational initiatives/projects, because a strong understanding of human factors in project 

success has begun to form. 

Methodology 

The primary method of approach for this project will consist of secondary research of 

methodologies and models integrating project management and change management relevant to 

the topic presented. The examples of models used in this research will support that project 

managers and leaders can use various nontechnical approaches to manage the human aspects 

throughout an organizational change initiative/project. Further research information and studies 

were obtained from credible sources such as Prosci, Project Management Book of Knowledge 

(PMBOK), International Journal of Project Management, and Harvard Business Review. Other 

literature and research has been attained from scholarly and peer-reviewed academic journals, 

theorists and educators that have published prior credible work that was used to illustrate and 

support arguments of this paper.  

Literature Review 

 Organizations are increasingly integrating change management practices within projects 

to primarily support the people side of change. The adoption of change management and project 
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management methodologies and tools has allowed leadership and management to uniquely 

integrate both practices simultaneously. The commitment to utilizing a model encompassing 

change management and project management induces positive synergy that promotes project 

success. This provides project managers and leaders the opportunity to acquire the soft skills 

(interpersonal, communication, active listening, and empathy) necessary to effectively manage 

and nurture the human factors directly influencing the success of a project. 

  Organizations often fail to implement the appropriate change management activities to 

nurture employees impacted by change. Causing an increase in the lack of awareness by project 

managers and leadership to the human factors associated with projects. The lack of knowledge or 

awareness to human dimensions has caused organizational change initiatives to fail. The 

importance of this research is for project managers and leaders to increase their awareness of 

human dimensions within projects. Enabling the adoption of change management skills and 

competencies that will ultimately improve the probability of project success. Researchers have 

placed a greater emphasis on the importance of project managers and leadership to acquire 

organizational change skills to enable change success. As change management and project 

management models have evolved over the past decade, theorists have adopted a psychological 

approach in creating change management models inducing synergies about psychological and 

behavioral sciences.    

Theoretical Framework 

 Many models of organizational change exist, however, the model that has revolutionized 

the way we manage human dimensions within change initiatives is the ADKAR model (Creasey, 

2020). Prosci developed the ADKAR model in 2001 after research with more than 700 

companies experiencing major change projects (Strenitzerova, 2004). The ADKAR model is a 
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well-known and widely used tool that helps organizations analyze change and better understand 

it. This model stems from historical models such as Lewin’s 3-step change process and John 

Kotter’s 8-step change process (Hiatt, 2006). The uniqueness of this model falls within its ability 

to use psychological and behavioral approaches when assessing change throughout an 

organization’s entirety. The elements of this model include awareness of the need for change, 

desire to support and participate in the change, knowledge of how to change, ability to 

implement required skills and behaviors, and reinforcement to sustain the change (Hiatt, 2006).  

 An example of a psychological and behavioral approach using the ADKAR model is the 

assessment of ones’ ability to implement required skills and behaviors necessary to move 

forward in the change process. Within this step factors that influence success are the removal of 

psychological blocks and identified intellectual capabilities (Creasey, 2020). Project managers 

and leadership must adhere to this model under the premise that there has been an influence in 

the change management literature in adopting a psychological approach. Therefore, allowing 

leadership to develop the proper tools (focus groups, one-one-meetings, communications and 

educational forums) to guide individuals through change successfully. The acquiring of these 

skills and competencies similar to a change agent by leadership will enable them to effectively 

and efficiently manage the human dimensions within projects to improve the probability of 

project success. Along with their ability to be flexible and adaptable to navigate the complexities 

of human behaviors during change.     

 Both project managers and change agents are used to deliver organizational change 

projects. Change agents tend to place less emphasis on controlled delivery and a means-end 

orientation that can be found in project managers. Instead, change agents tend to emphasize 

developing and communicating a compelling vision, aligning with organizational strategy, 
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engaging leadership in the change process and developing employee and leader ownership of the 

change. Project managers on the other hand focuses on the aspects of methodologies and 

techniques to properly manage and control the change occurring. Change agents typically focus 

on examination of the dynamics of how organizations change (Lehmann, 2010). On the other 

hand, project managers will consider identifying and managing stakeholders (stakeholder 

analysis and engagement) to be one of many subsets of the larger project management process. A 

change agent may consider managing aspects of engagement, awareness, resistance reduction 

and emotional commitment to be the central ways that change is created in an organization 

(Pollack & Algeo, 2016). Research has shown that different skills are needed to practice each of 

these disciplines, but often times individuals focus primarily on one discipline rather than the 

other.  Alsene et al. (2011) suggested that although in some cases individuals may be able to 

practice both disciplines, most individuals will favor one role or the other. This study further 

supports the argument that if project managers focus on rigorously applying project management 

processes, this can lead to the neglecting of the change management discipline and cause project 

managers to not adhere to the human dimensions associated with a project. Therefore, the 

adoption of skills similar to a change agent is necessary for project managers to manage human 

elements and successfully execute on change projects.  

 The idea of the ‘change agent’ as an internal or external consultant has its origins in the 

pioneering work of Kurt Lewin, and the various tradition of organizational development (OD) 

research and practice. Building on the work of Lewin (1951) and others, most models of 

organizational development focus on the implementation of ‘planned change’ as an incremental 

or long-term process designed to improve organizational ‘health’ or ‘effectiveness’. The role of 

the external and internal ‘change agent’ in this process is to provide ‘technical, specialist or 
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consulting assistance in the management of a change effort’ (Beckhard, 1969, p. 101). This 

assistance may take a variety of forms, and in some situations a change agent may be considered 

an advisory, consultant, educator, counselor or analyst (De Board, 1978; Feltham, 1999). Change 

agents have a variety of characteristics and skills that are displayed on a behavioral or situational 

basis. Although there has been little research on the types of change agents most effective in a 

given situation, past research has identified different types of change agents according to 

characteristics and methodologies of implementing change (Burke, 2011; Eikenberry, 2011; 

Mansfield, 2011; Thota, 2012).  

 The first type of change agent is outside pressure. This type of change agent works to 

change systems from outside the organization. They are not members of the company they are 

trying to change and use various pressure tactics such as mass demonstrations, civil disobedience 

and violence to accomplish their objectives. They offer options that are more radical than the 

community might accept. This results in the possibility of assessing many different change 

alternatives (Lunenburg, 2010). Primarily this type of change agent is trying to disrupt the 

equilibrium of an organization to enact change and promote a new way of doing things.   

 The second type of change agent is, people-change-technology. The primary focus of this 

type is at an individual level. The change agent becomes concerned with employee morale and 

motivation, absenteeism, turnover and the quality of work performed. The methodology used is 

job enrichment, goal setting and behavior modification. The underlying assumption for this 

change agent type is that if individuals alter their behavior, the organization will also transform, 

enabling enough people within the organization to change. Primarily managers assume the role 

of people-change-technology type (Lunenburg, 2010). This type of change agent focuses on 
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shifting the behaviors of employees to transform the organization and enable employees to 

change.  

Finally, the last type of change agent is organization-development. This individual 

focuses primarily on internal processes such as intergroup relations, communication and decision 

making. The intervention strategy is often referenced to as cultural change approach, because it 

rigorously analyzes the culture of the targeted organization. This methodology stems from areas 

such as sensitivity training, team building and survey feedback. This role is acquired by many 

managers when implementing change (Lunenberg, 2010). Primarily this type of change agent 

uses quantitative methods (pulse surveys, focus groups, team building and sensitivity training) to 

diagnose an organizations culture.  

 Upon review of the different types of change agents, it can be presumed that change 

agents come in a variety of forms, and the characteristics and skills displayed will vary 

depending on the type of change. Hence, the importance of project managers and leaders to 

move beyond the scope of rigorously applying project management techniques, practices, and 

methods to drive the success of organizational initiatives. The acquiring of skills similar to a 

change agent will allow project managers to have a diverse toolkit, enabling them to navigate 

and manage technical and non-technical components of a change to achieve success.  

Organizational Change Statistics 

Successful organizational change initiatives vary depending on the type of organizational 

change being implemented. Types of changes that are common in organizations are process 

improvement or re-engineering, re-structure of organizational units and the deployment of new 

business strategies. Past studies have shown that organizations that have not integrated change 

management activities in projects often experience failure. Hammer and Champy (1993) claim 
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that 70% of re-engineering projects fail. That estimate has been repeated by many authors. 

Advocates of particular change methodologies cite high rates of success to promote their 

approaches to change, while other consultants quote dismal estimates to convince clients to 

invest in change efforts. According to O’Donovan (2018), “the dismal results achieved by 

organizational change projects over the past decade drive home the need for a step change in 

how projects are delivered” (p. 6). Change management activities are increasingly becoming a 

key driver in how projects are delivered within an organization. Projects that do not include 

change management approaches are more likely to fail, due to lack of awareness to the human 

dimensions associated with the project.  

Further business and professional publications support the difficulty of implementing 

organizational changes such as strategy deployment, restructure and downsizing, technology 

change and culture change. Strategy deployment’s median success rate is 58 percent, these 

projects are defined as building or changing the capabilities of the organization. Restructuring 

and downsizing median success rate is 46 percent, these projects involve the restructuring of 

organizational units, primarily referring to the reduction in the number of employees. 

Technology change has a success rate of 40 percent, these projects are defined as implementing a 

new software or tool purchased from a vendor to streamline an existing business process. Lastly, 

culture change is by far the most difficult to implement in any organization, the success rate of 

culture change is 19 percent. Culture change is referenced to as changing the current behaviors 

prevalent in the organization. These results are shown in Figure 1, “Summary of Organizational 

Change Efforts” (Hammer & Champy, 2002, p. 27). In totality, there are differences in success 

rates between these changes, but the one constant that remains in all change initiatives are the 

human elements. 
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It can appear daunting to project managers and leaders to assess these success rates and 

develop a proper change management and project management system that with help increase 

the probability of project success. The key driver to influence project success are the people 

highly impacted by the change (also known as stakeholders). Studies have shown that the 

acquiring of skills and competencies in change management will allow project managers and 

leaders to better manage the human factors in projects. Therefore, enabling an increased 

probability of project success.  

Measuring Success Factors in Projects 

 Research has proven that there must be an element of change management methodology, 

theory, and practice within any organizational change/project. The integration of change 

management and project management systems has widely been used throughout organizations 

and corporations. Failure to adhere to the human dimensions within projects often reflects in 

negative outcomes. Even with the most advanced technology in the world, it is almost 

meaningless if human behaviors and cognitive development are swept under the rug.  

 Project managers and leaders are constantly trying to identify the most influential factors 

in transformation initiatives. Dependent upon the role the individual plays within the 

organization, the response to determining the critical factors for the success of a project will 

vary. Sirklin et al. (2005) states that if you were to ask five executives to provide one critical 

factor that determines project success the answer from each executive would differentiate, 

because of their scope in the initiative and past experiences.  

Too often there is a focus on the soft factors of change management and not the hard 

factors. Soft factors do not directly influence the outcomes of many change programs. According 

to Sirklin et al. (2005) visionary leadership is often vital for transformation projects but not 
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always. Soft factors of change management are interpersonal skills such as: empathy, 

communications, and emotional intelligence. These skills allow leadership to focus primarily on 

the human elements in a project. Whereas the hard skills are project management focused and 

include project duration, project reviews, performance integrity, capabilities of project teams, 

and the commitment of senior leadership and the staff whom the change will affect the most.  

 What’s missing is a focus on the not-so-fashionable aspects of change management: the 

hard factors. According to Sirklin et al. (2005), these factors bear three distinct characteristics. 

First, companies are able to measure them in direct or indirect ways. Second, companies can 

easily communicate their importance, both within and outside organizations. Third, and perhaps 

most important, businesses are capable of influencing those elements quickly. Research shows 

that change projects fail to get off the ground when companies neglect the hard factors (project 

duration, time between project reviews, performance integrity, or the capabilities of project 

teams and the commitment of leadership). A study conducted by Sirklin et al. (2005) surveyed 

225 companies, and results showed a consistent correlation between the outcomes (success or 

failure) of change programs and four hard factors. The hard factors include project duration, 

performance integrity, and capabilities of project teams, commitment of both senior executives 

and staff and the additional effort that employees must take to cope with the change. These 

findings support the idea that project managers must also focus on the human components 

associated with project success.  

 Project managers and leaders must not only adopt the change management skills required 

to inject positivity in people directly involved in the project, but they must also adhere to the 

‘hard factors’ that often get overlooked or swept under the rug. It’s not enough to understand the 

basics of change management, but rather there must be a desire to want to tap into the gut-level 
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factors that are truly impacting the success of projects. The commitment to DICE (duration, 

integrity, commitment, and effort) factors by project managers and leadership will help 

determine the outcome of an organizational initiative, which in turn increases the probability of 

project success.  

 Here are some examples of how project managers and leaders can successfully focus on 

the DICE factors and influence project success, let’s begin with duration. Organizations make 

the mistake of worrying mostly about the time it will take to implement a project. The 

assumption is the longer an initiative carries on, the more likely it is to fail - windows of 

opportunity will close, objectives will be forgotten, and key supporters will leave or lose their 

enthusiasm (Sirklin et al., 2005). Under these circumstances long projects that are reviewed 

frequently is more likely to succeed than a short project that isn’t frequently reviewed. The time 

between reviews is more critical for success than a project’s life span.  

 The second factor is integrity, which is the extent to which organizations can rely on 

teams of managers, supervisors, and staff to execute change projects successfully (Sirklin et al., 

2005). Integrity is a form of moral uprightness displayed by leadership in order build rapport and 

trust with individuals involved in a project. If trust is established between managers, supervisors 

and staff, then this will enable projects to be successful. Kotter (2002) insists that pulling 

together the appropriate group of people with the right characteristics and power can positively 

influence the change effort. Helping them to behave with trust and emotional commitment to one 

another. Hence, the adoption of change management theory and methodology for project 

managers and leaders can create a positive synergy in project teams to execute organizational 

change projects successfully. 
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 The third success factor is commitment. Organizations must boost the commitment of 

two different groups of people if they want change projects to take root, and they must get visible 

backing from the most influential executives. To successfully focus on this factor project 

managers and leaders must gain buy-in from executive leadership. Without backing and support 

from executive leadership, it is less likely individuals in other levels of the organization will buy-

in to the project. To avoid this, project managers can use John Kotter’s (2002) step of 

communicating for buy-in. “Sending clear, credible and heartfelt messages about the direction 

change. Establishing genuine gut-level buy-in that shows up in how people act. Using words, 

deeds and new technologies to unclog communication channels and overcome confusion and 

distrust” (Kotter, 2002, p. viii). Kotter illustrates the importance of leadership winning over the 

hearts and minds of individuals impacted by change in order to positively influence commitment.  

Additionally, components of these communications include the common verbiage being used at 

the highest levels of the organization and conveying an image that resonates with individuals 

majorly impacted by change.  

 The last factor is effort, which is defined as over and above the usual work that the 

change initiative demands of employees (Sirklin et al., 2005). Change fatigue is not a figure of 

speech, and it becomes massively prevalent when employees are experiencing organizational 

change. When considering the psychological (mental, emotional, and physical) and cognitive 

disruption caused by change, individuals can become bogged down which can lead to decrease in 

morale and productivity. In this case, the importance of addressing the human factors is critical 

for project managers and leaders to achieve project success. Project managers and leaders can 

successfully navigate through this by developing the proper nurture systems to guide individuals 

through change successfully.   
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Adopting the awareness of the DICE factors will allow projects managers not only to 

improve project success, but also to focus on the human factor aspects. Project managers and 

leaders can also measure the success of their change project utilizing the DICE Score formula 

(Sirklin et al., 2005). Additionally, the specific elements of the DICE factors that focus on 

human dimensions is integrity and commitment. Building rapport and trust between management 

and constituents enables a positive working environment for members of a project team to 

function uniformly to achieve desired business outcomes. The influencing factor rooted from 

integrity is commitment. In this stage of the DICE factors it’s imperative to enable organizational 

commitment at the highest level. Having commitment from the most influential leaders in an 

organization will increase the probability of project success. Project managers and leaders can 

develop the appropriate soft skills to guide individuals through change successfully.  

Achieving Buy-in and Commitment 

 Throughout the duration of an organizational change, project managers and leadership 

will experience difficulties in creating alignment and transparency with organizational members 

impacted by change. A primary root cause for lack of buy-in and commitment stems from 

uncertainty, lack of direction and miscommunications. Uncertainty about the future can be found 

as a characteristic of organizational change (Schweiger & Walsh, 1990). Uncertainty is amplified 

when the primary source of information is rumor mill floating throughout the organization or the 

media. Schweiger and DeNisi (1991) found that the use of communicating realistic previews 

about upcoming changes become more effective in enhancing trust, commitment, and job 

satisfaction during a changeover. Wanberg and Banas (2000) found that increased dissemination 

of information regarding proposed changes was related to greater change acceptance. Thus, open 

communications can create positive attitudes towards change by alleviating fears, educating 
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employees, and conveying a party’s competence in making the change happen (Daly, 1995; 

Mayer et al., 1995). Communications is the one constant that remains at the forefront of any 

successful project. Proper dissemination of information will allow for project managers and 

leadership to align constituents.  

Achieving buy-in and commitment in an organizational change project is a large task that 

project managers and leaders must adhere to if they want to achieve project success. Often times 

there is a failed approach by leadership regarding the buy-in and commitment of organizational 

members impacted by change. In order to successfully adopt a culture of buy-in and 

commitment, one must provide people with a sense of belongingness and purpose. George 

(2001) argues that, “people at work today seek meaning and purpose in their work. When they 

find it, (they) will buy into the company’s mission and make the commitment to fulfilling it” (p. 

311). Dess and Picken (2000) quote John Seely Brown as saying: “the job of leadership today is 

not just to make money: ‘it’s to make meaning’. Effective leadership wins people’s souls” (p. 

311). The contributing factor to increased buy-in and commitment in an organization is that 

leadership creates a space of meaning and purpose for employees. Capturing the hearts of minds 

of people (stakeholders) impacted by change allows for project managers and leaders to 

implement the appropriate change management activities to remove barriers and align 

individuals with the desired future state of the project.  

 Other factors that can cause buy-in and commitment issues can stem from organizational 

injustices experienced by employees such as: betrayal, resentment, and loss of trust between 

management and subordinates.  

When people experience an injustice or betrayal, they report resentment, a sense of being 

done to, and a desire for retribution. Which can result in such behaviors as stealing, lower 

productivity, lower work quality, and less cooperation, along with the loss of trust, of 

obligation toward, and satisfaction with their employer (Folger et al., 1999, p. 365).  
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In order to mitigate these human behaviors, project managers and leaders must deploy 

appropriate communications regarding the intentions of the project, and how it benefits the 

employees impacted by the change. Providing a clear and concise vision regarding an 

organizational change will improve the probability of project success and create a sense of 

commitment and buy-in from stakeholders. One way to achieve this is through Kotter’s (2002) 

fourth step in the change process ‘Communicate for Buy-in.’ Communicating a clear vision for 

the strategic direction of the change increases the likelihood of commitment and buy-in from 

individuals impacted by change. Project managers and leaders must consider and diagnose any 

issues surrounding commitment and buy-in, as this is an integral piece in not just managing the 

human dimensions of the projects, but also removing blockage and allowing individuals to work 

cohesively and collaboratively towards the goals set forth by leadership.  

Research has shown that the greater the change is in an organization, the more likely it 

will create difficulties for individuals to shift their behaviors to align with the change occurring, 

and fully committing themselves to the organizational goals and objectives. One example is 

Folder et al. (2006) found that the magnitude of change is an important correlate of change 

commitment. “That is, individuals’ commitment is a function of, in part, the degree to which the 

change impacts or disrupts their work routines” (Herold et al., 2006, p. 349). As organizational 

change constitutes greater adaptation demands, they tend to enable increases in workloads, 

constraints, and massive amounts of energy and attentional resources that may interfere with 

getting one’s current work done (Spector, 2002). Thus, there must be a commitment from project 

managers and leaders to closely monitor and engage with employees experiencing high-levels of 

change, in order to decrease the lack of engagement and buy-in. The implementation of 

supporting mechanisms (focus groups, education, personal leave time, and communications) for 
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employees’ experiencing massive change, will enable project managers and leaders to remove 

blockage, and achieve the desired buy-in and commitment necessary to the project success.  

Decreasing Resistance 

The one challenge leadership continues to encounter when introducing change in an 

organization is the ability to remove resistance and blockage. This creates a lack of employee 

commitment and buy-in to the change which influences project failure. Over the years, research 

has reported a 40 percent failure rate for some change efforts (Cartwright & Cooper, 1992). The 

contributing factor is identified as employee resistance to change. “Adverse consequences to 

failed change efforts included higher turnover rates, lower efficiency, restriction of output and 

decreased organizational commitment” (Coch & French, 1948; Goldstein, 1989; Kotter & 

Schlesinger, 1979, p. 485). Resistance is simply defined as willful opposition by employees to 

change (Goldstein, 1989). Past literature has shown resistance to change as a constant adverse 

impact when trying to implement a change in an organization. The impacts of resistance on 

project success can be detrimental if leadership does not identify resistance early in the project. 

One piece that is critical to organizational change is established trust between leadership, 

management, and individual contributors. “Trust necessitates a radical shift in organizational 

norms, which requires the backing of all organizational members to ensure a smooth transition” 

(Armenakis et al., 1993, p. 486). Fiorelli and Margolis (1993) suggest that resistance is 

decreased, and that receptivity and commitment to the change are enhanced under conditions of 

trust. When there is little or no trust in management, employees display the strongest resistance 

to change (Coch & French, 1948). This further supports the idea that a constituent to increased 

resistance is lack of trust established between management and subordinates. Lack of trust can 

create confusion and lower employee morale and productivity.  
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To use trust as an example of a constituent of decreasing resistance to change, Antonioni 

et al. (1994) proposed a model of popular change management strategies (such as organization’s 

communication and participation strategies during change) and assurances of job security can 

decrease negative attitude and behavior responses to change. Mayer et al. (1995) concluded that 

the most frequently recommended strategies to ensure job security and resistance reduction is 

leaderships trust, communication, and participation during change. In order for leadership to 

effectively build trust and decrease resistance early in a project is communicating effectively, 

encouraging participation, and ensuring psychological safety (Anotonioni et al., 1994). 

The constant theme throughout the literature review is that for project managers and 

leaders to properly manage the human dimensions in a project, they must adhere to the 

psychological and cognitive impacts created by change. The proper acquiring of change 

management competency and skills can help reduce resistance and increase the probability of 

participation and commitment of employees impacted by change. The change management 

literature strongly supports that employee involvement during change is critical for success. If 

employees are encouraged to participate and their input is consistently and genuinely enlisted, it 

will increase commitment and performance, while reducing resistance (Cornell & Herman, 1989; 

Fiorelli & Margolis, 1993; Wanberg & Banas 2002; Greenberg, 1987). Resistance is an 

inevitable component of organizational change, but with the proper change management 

strategies in place, project managers and leaders can reap the benefits of organizational 

commitment and buy-in. The decreasing of resistance stems from commitment and buy-in at all 

levels of the organization, meaning that resistance will not be reduced without these critical 

components.  
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Change Management Methodologies to Improve Project Success 

 Organizations and corporations are continuously implementing classic and current 

change management methodologies to help drive project success, and to primarily provide 

alignment, guidance, and support for individuals. The change management literature 

continuously references Kotter’s ‘8-step change process’. Kotter’s (1995) model was developed 

after a study of over 100 organizations varying in size and industry type. After learning that the 

majority of major change efforts failed, Kotter couched his model as a way of avoiding major 

errors in the change process. The takeaways from Kotter’s change model is that it primarily 

focuses on large-scale organizational change. Typically, this focuses at the top level of the 

organization. Integrating this model for a large-scale change will allow executive leadership to 

tap into the deeper levels required to capture the hearts and minds of individuals impacted by 

change. At times executive teams get wrapped up in the strategy, vision, and desired outcomes of 

the change, that they completely forget about the people. Kotter (1995) emphasized that this tool 

requires a massive amount of energy, and if critical mistakes are made at any of the phases, it can 

have devastating impact on the momentum of the change process. Project managers and leaders 

should gain competencies surrounding John Kotter’s model, largely in part because it has proven 

to be successful with the integration of project management methodologies. 

 Another historical model that has been widely used throughout organizations is Kurt-

Lewin’s ‘3-step change process’. Kurt Lewin is widely considered the founding father of change 

management, with his unfreeze-change-refreeze or ‘changing as three steps’ regarded as the 

‘fundamental’ or classic approach to, or classic ‘paradigm’ for, managing change (Robbins & 

Judge, 2009, p. 625; Soneshein, 2010, p. 478; Waddell, 2007, p. 22). Academics claim that all 

theories of change are “reducible to this one idea of Kurt Lewin’s” (Hendry, 1996, p. 624), and 
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practitioners boast that “the most powerful tool in my toolbox is Kurt Lewin’s simple three-step 

change model” (Levasseur, 2001, p. 71). Through all the accolades the literature and research 

have proven that Kurt Lewin simplified change management in a way that is applicable for every 

organization. A focal point of this tool that should be addressed is the simplicity of this model, 

and how easily project managers and leaders can integrate this model and use it as a framework 

to (1) gain competencies and skills in the fundamentals of change management, (2) and build out 

the proper change management strategies within a project. The adoption of this tool has proven 

to be impactful in organizations, and project managers and leaders should become privy with this 

model. Edgar Schein (1996) states, he was struck once again by the depth of Lewin’s insight and 

the seminal nature of his concepts and methods. They have deeply enriched his understanding of 

how change happens and what role change agents can and must play.   

Technical and Non-Technical Dimensional Influences 

Organizations that report a project as a success, could vary dependent upon the individual 

who is referencing the project and their role in the organization, along with the factors and 

measurements used to attribute to the project’s success. Project success is unique in that it can be 

defined in many ways and it can be based on customer satisfaction, project scope, project quality, 

and budget. Cleland (1986), suggested that “project success is meaningful only if considered 

from two vantage points: the degree to which the project’s technical performance objective was 

attained on time and within budget, and the contribution that the project made to the strategic 

mission of the enterprise” (p. 4).  

Freeman and Beale (1992) provided an interesting example of the different points of view 

of people. An architect may consider success in terms of aesthetic appearance, an 

engineer in terms of technical competence, an accountant in terms of dollars spend under 

budget, a human resources manager in terms of employee satisfaction, and chief 

executive officers rate their success in the stock market (p. 229). 
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 Freeman and Beale (1992) reviewed the project management literature and identified 

seven main criteria for measuring the success of projects, the most frequently used measurements 

are technical performance, efficiency of execution, managerial and organizational implications 

(mainly customer satisfaction), personal growth, manufacturability, and business performance. 

The factors that contribute to the use of the five of seven criteria is the identified distinction 

between project management success and product success. Baccarini (1999), explains that 

project management success focuses on the successful accomplishment of time, cost, and quality 

objectives. There is also consideration in how the project management process was performed. 

Secondly, product success deals with the effects of the project’s final product. Typically this 

involves gathering data to diagnose customer satisfaction. This activity is performed through 

customer feedback surveys, meetings with customers, and review of utilization rates for the new 

application, system, or tool.      

“Project success may be assessed by different interest group – stakeholders, managers, 

customers, employees and so on. Criteria for measuring project success must therefore reflect 

different views” (Stuckenbruck, 1986, p. 4). The project management literature often creates 

compelling arguments as to what project success should be defined as, and the factors that should 

be taken into consideration when measuring success. What is most interesting about these 

approaches is that there is a commonality in the approaches currently used by project managers 

and leaders today when driving an organizational initiative. Project managers have the belief that 

if project management processes are rigorously applied throughout the project’s entire lifecycle, 

then it is defined as a success if the project meets cost, schedule, and performance specifications. 

After a sampling research of 650 projects managers performed by Pinto and Slevin (1988), their 

research concluded that project success is something much more complex than simply meeting 
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cost, schedule, and performance specifications. Project managers and leaders should shift their 

focus on the human factors that influence project success. The increased awareness and visibility 

to human factors that influence project success is becoming a necessity and the key driver for 

project outcomes. Baker, Murphy, and Fisher (1988) concluded that, “in the long run, what really 

matters is whether the parties associated with and affected by a project are satisfied. Good 

schedule and cost performance mean very little in the face of a poor performing end product” (p. 

4).  

 For project managers and leaders to develop a systematic change management/project 

management system that identifies all possible critical factors (technical and non-technical) is 

virtually impossible. But with the proper adoption of change management methodologies and 

tools, project managers can foster a system that will not just identify technical factors, but also 

human factors. Belassi and Tukel (1996) tabulated seven lists of critical success factors in Table 

1.  

Successful Implementation of Models in Organizations 

For the greater half of the last decade, organizations and corporations have adopted and 

fostered the ADKAR model to various organizational change projects. The implementation of 

the ADKAR model in organizations today, focuses heavily on managing the people side of 

change at empirical or executive levels. The implementation of this model allows for projects 

manager and leaders to accurately diagnose the behaviors prevalent during change. 

Organizations report a higher success rate for projects when implementing forms of change 

management and project management models in conjunction.  

 After extensive research with hundreds of organizations undergoing major change, Hiatt 

(2006) observed that the root cause of failure is not simply inadequate communications or poor 
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training. Success is not to be in excellent project management alone, or even the best vision or 

solution to a problem. Hiatt (2006) found that the secret to successful change lies beyond the 

visible and busy activities surrounding the change. Hiatt (2006) explains that the core of 

successful change is how it is facilitated with one person. Organizations typically implement this 

model to diagnose employee views and perceptions on current and future change efforts. Project 

managers and leaders can add this model to their toolkit and use it to their advantage when trying 

to manage the people side of projects at an empirical or executive level. Another model that is 

unique in its own way is the implementation of the Bayesian model and how to measure accurate 

outcomes related to a specific change.  

 Bayesian modeling is implemented in organizations seeking to assess the probability of 

change success, given the current influencing factors. “In this particular modeling effort, a 

simple, yet extremely valuable, application of Bayes’ rule permitted a group of theoretical and 

practical experts in organizational change – through expert subjective estimation – the influence 

of 18 identified factors to construct a predictive model of implementation success” (Gustafason 

et al., 1993, p. 759). The Bayesian model in Table 1- “Factors and Levels Used in the Survey and 

Bayesian Model” (p. 760) estimates the probability of an event, given certain information about 

factors that influence it by applying the odds versions of Bayes theorem: ‘Posterior Odds = 

Product of Likelihood Ratios x Prior Odds’. Prior odds are the initial estimate of how much more 

likely it is that a change will be a success than a failure. Likelihood Ratios indicate the diagnostic 

power of particular information, that is, the extent to which a datum revises the prior odds. 

Posterior Odds are the ratio of the probability of success given the datum to the probability of 

failure given the same datum, that is, [P(D| S)/P (D| F)] (Gustafson, 2003). The formula 

represents predictions and probability of outcomes including technical and non-technical 
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elements taken into consideration to determine the success of a project. Implementing the 

Bayesian model allows for projects managers and leaders to use quantitative and qualitative 

information to determine the probability of project success.  

 When assessing the ADKAR model and the Bayesian model, conclusions can be drawn 

that there are a variety of models that have proven to be successful when implementing change 

management and project management theories and methodologies. Specifically referencing the 

Bayesian model, this can prove to be advantageous for organizations looking to assess 

quantitatively the probability of project success when identifying the key technical and non-

technical factors influencing project success. Using this calculated model can provide validity in 

measuring the success of model implementation in an organization such as ADKAR. Project 

managers and leaders that become intimate with models such as ADKAR and Bayesian can 

improve the probability of project success.  

Current Models 

 In the world literature, there are many change management models depicting the phases 

of the shaping process of changes. Katzenbach (1997) defines change as a situation in which 

corporate performance requires most people throughout the organization to learn new behaviors 

and skills. “Change management models are understood as a certain sentence of behaviors 

recommended by scientific researches to top managers during change implementation in a 

certain approach of change definition” (Szarek, 2017, p. 17). There has been a revolution in the 

approach in which historical change management models (Lewin et al., n.d.) are being utilized.  

 Through scientific research and analysis, organizational change experts are driving the 

precedence of behavioral sciences when reviewing change management models in organizations. 

The literature continues to state there needs to be deeper connection with organizational 
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members (nurture systems) impacted by change. Due to the complexity of psychological and 

cognitive impacts caused by organizational change, project managers and leaders may find it 

difficult to properly diagnose current behaviors towards the change. For organizations 

experiencing change, Aquirre and Alpern (2017) conclude in Figure 2 – “10 Principles of 

Change” (p.17), the elements that will lead organizations through a successful change execution. 

These principles include: lead with culture, start at the top, involve every layer, make the rational 

and emotional case together, act your way into new thinking, engagement, lead outside the lines, 

leverage formal solutions, leverage informal solutions, assess and adapt.  

 What can be depicted from the ‘10 Guiding Principles of Change’ model (Aquirre & 

Alpern, 2017) is that there is strong emphasis on the human dimensions in an organizational 

change project. The commonality in these steps is creating buy-in at the top level of 

organizations and aligning organizational members with the change occurring. Aligning and 

getting people onboard with a change has proven to be difficult in organizations. Leadership and 

management have continuously adopted situational change management techniques to remove 

barriers of resistance and blockage. This model is just one example of how change management 

models have been revised to match the organization’s need. Another example of how models 

have been redefined is Peterson et al. (2008) states that changing a company from a bureaucratic 

organization that has political control to a market oriented business, would acquire that the 

change process and the models should be adjusted so they fit to the change initiative that 

company is executing. 

 Peterson et al. (2008) used John Kotter’s model as a reference when planning the 

execution of change to Enterprise (company name). An own step-model is planned that is called, 

‘from bureaucracy to business’. The model included the following steps for execution of change: 
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inspiring trust in the future, pulling together a guiding team, creating a new common business 

language, developing the change vision and the strategies, communicating, and understanding 

the change, empowering others to act, producing short-term wins, producing more change, and 

not giving in and creating a new culture (Petersen et al., 2008). Using Kotter’s change model as a 

fundamental piece in building out a change model that aligned with the organizational change 

was advantageous for this company. 

 Throughout the year’s organizations have shifted historical models and revitalized them 

in a way that matched their organizational needs. This creates a long-lasting effect as these 

change management models are custom built solutions to help drive change successfully within 

an organization. Thus, the importance for project managers and leaders to acquire new skills and 

competencies in change management in order to achieve project success.  

Evolution of Models 

 Throughout the years, change management and project management models have been 

integrated in organizational settings independently or in conjunction. The evolution of these 

models continues to evolve, as the complexity of change projects has increased. Thus, causing 

issues for project managers and leaders to properly manage all aspects (humans, systems and 

processes) of a project. “Adherence to such methods for managing human, financial, physical 

and time resources has increased the effectiveness and efficiency of managing the uncertainties 

which are characteristic of the development of projects” (Murdick, 1976, p. 21-25). Proper 

change management and project management methodologies to manage technical and non-

technical aspects in a project, will improve overall effectiveness and efficiency. In the project 

management community, complexity is not a clear and unified concept (Padalkar & Gopinath, 

2016; Vidal & Marle, 2008); rather, complexity takes a variety of forms (structural complexity, 
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uncertainty, dynamics, pace and socio-political complexity) and frequently signifies 

complicatedness (Geraldi et al., 2011). Management sciences have borrowed greatly from 

systems theory to understand the functioning of projects and many authors consider that projects 

operate as complex systems (Baccarini, 1996; Williams, 2002). 

Due to rapidly increasing change in business environments, organizations are forced to 

change due to external and internal circumstances. The primary influencers of organizational 

change are globalization, customer demands, technology, law and regulations, and economic 

downturns (i.e., COVID-19 causes global pandemic and drives organizations to a hybrid 

environment). With a high degree of complexity, organizations must create a proper change 

management and project management model that is conducive to the current organizational 

change.  

The change management model created by Tichy et al. (1997) expands on the evolution 

of change management models with new aspects. Tichy and Devanna (1997) (as cited in Nadler 

and Tushman 1997, pp. 151-171), sustained the number of three phases, but also highlighted the 

dynamics of each step. On the other hand, Carnall’s (2007) model the focus is on the more 

psychological, soft aspects of managers who are the key players of successful change. Similarly, 

Nadler and Tushman (1997) underlined the psychological dimension of change and additionally 

the dynamics of the change process.  

Organizational change guru’s such as W. Bridges, J. Kotter, P. Senge, R. Stacey and P. 

Shaw have all provided their own insight with the creation of change management models that 

have proven to be effective in an organization. These theorists have made contributions to the 

organizational change literature and over time researchers and experts in change management 

have revitalized their change models. Bridges (2009), likewise Nadler and Tushman, rests his 
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theory on psychology. He distinguishes change from the process of transformation. According to 

him, change is planned while transformation is psychological and thus more a complicated 

phenomenon. His recipe for a successful implemented change is to understand employees’ 

emotions participating in change. Kotter (2004) also focused on employees, but apart from the 

psychological aspects he invented eight steps of successful change.  

Finally, Stacy and Shaw (2001) invented the complex-responsive-processes model. The 

most essential characteristic of this model is that change is viewed as complex and controllable. 

Therefore, the authors do not concentrate on answering how to manage the change, but they 

insist on the managers participating in change process and in initiative (Szarek, 2017). The 

participation of management in the change process creates a space for empowerment and 

autonomy for employees to be productive and achieve their goals. Cameron and Green (2014) 

draw attention to certain behaviors of managers such as developing among employees’ abilities 

of achieving goals, encouraging feedback and information flow, focusing employee’s attention 

on the differences between the current and desired state.  

To sum up, over time researchers and theorists did not try to offer specific steps as good 

recipes for change success, but they underline the psychological aspects of change. Oftentimes 

organizations experience project failures, due to the lack of attention (or knowledge) by 

leadership on the behavioral and emotional impact caused by an organizational change. These 

models not only represent an evolution in the way change management and project management 

models are created. Rather it creates a phenomenon that there is a psychological approach 

required due to the increasing complexity of human behaviors when experiencing change. It is 

critical to note that individual experiences to change are unique in their own way, and if project 

managers and leaders can identify best practices to integrate change management activities 
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(focus groups, celebrating short term wins and recognition) within a project, it increases the 

likelihood of a successful implementation. 

In summary, change management and project management models have evolved over the 

years. With the evolution of models stemming from historical models such as Lewin’s 3-step 

change process and John Kotter’s 8-step change process. The literature review demonstrates a 

stronger emphasis on a psychological and behavioral approach when creating change 

management models conducive for an organizations change initiative. It is imperative for 

leadership to acquire the necessary change management skills and competencies to better 

manage the human dimensions within projects to achieve success. Although the technical skills 

required of project managers are just as important, research supports the argument that adherence 

to the human factors within projects and appropriate change management activities within the 

project are critical in achieving project success.  

Conclusions  

 Organizational change success rates vary dependent upon the type of change occurring. 

Types of change include downsizing, re-engineering, technology, organizational restructure, 

culture shift and the deployment of new business strategies. Conclusions that can be drawn is 

that if change management activities are associated in each phase of the project lifecycle, it is 

more likely to achieve a successful implementation. Adversely, if change management strategies 

are not integrated into the project then there is lack of attention to human dimensions. Enabling 

alignment and buy-in issues to those impacted by change. This will ultimately lead to project 

failure. The acquiring of change management skills and competencies by project managers and 

leadership is critical to improving the probability of project success. Research has supported that 

lack of change management associated with projects, causes project failure and increases project 
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cost and time. Additionally, lack of achievement and buy-in from constituents has contributed to 

the failure of projects.  

 Project managers and leaderships adherence to the human dimensions associated with a 

project requires proper communications of the desired outcomes for the change initiative. Often 

time’s organizations have failed at implementing projects successfully due to lack of alignment, 

misinformation and creation of a compelling vision. Individuals impacted by change, are more 

likely to resist to change if they can’t craft out the benefits as to why they need to change, or how 

the change will benefit them now and into the future. In order to alleviate the pressures that come 

with resistance and commitment from employees impacted by change, leadership can implement 

appropriate communications to craft a compelling vision to achieve the appropriate levels of 

commitment up, down and across the organization. Furthermore, the proper utilization of change 

management methodologies will improve project managers and leader’s skills and competencies 

to manage human factors in projects, which in turn will enable them to improve the probability 

of project success and mitigate resistance.  

 The acquiring of knowledge surrounding change management methodologies has proven 

to be advantageous for project managers and leaders seeking to implement change in an 

organization. The addition of these skills will improve leadership’s toolkit and capabilities. 

Enabling the appropriate nurture systems to manage both technical (systems, business processes, 

project scope, project timeline and project cost) and non-technical (leadership commitment, 

management, individual contributors, psychological and behavioral) factors influencing project 

success. Leadership can acquire the appropriate skills necessary to effectively and efficiently 

manage all factors that are critical to the project’s success. Lastly, there has been an evolution 

and phenomena in the way change management models are used within projects. There has been 
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a stronger emphasis on psychological and behavioral sciences when implementing change 

management models conducive for an organization to achieve project success.  

 Throughout the years, there has been an evolution in the way change management models 

are integrated in project management. This evolution is associated with historical change models 

being revitalized on the premise of a psychological approach to managing the complexity of 

human behaviors within projects. The change management literature has demonstrated a 

psychological approach to change management over the past decade and project managers are 

equipping themselves with skills similar to change agents. The major differentiation between 

project managers and change agents is that project managers focus on the technical side of 

change, and change agents focus on the people side. The characteristics and skills of change 

agents vary dependent upon the change occurring in the organization. This further supports the 

argument that project managers must develop skills similar to change agents, in order to adopt 

psychological and behavioral approaches when re-creating change management models to 

improve project success. The humanistic psychology perspective has allowed project managers 

and leadership to tap into the gut-level behaviors and emotions of those highly impacted by 

change. With the appropriate change management strategies leadership can improve their 

awareness to human dimensions and increase the probability of project success.  

Recommendations 

 For future studies, there should be a stronger emphasis on the psychology of change 

management models and how the interrelatedness positively correlates with project success. 

Research regarding change management and project management models has evolved over the 

last decade, but there continues to be a push for more research regarding the humanistic 

psychology influencing project success within an organization. Additionally, future studies 
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should take into consideration the different types of nontechnical skills required for project 

managers and leaders to successfully manage the human dimensions within a project to achieve 

success. The literature review has identified the different characteristics and skills change agents 

display in organizational settings. To take this research a step further, there should be more 

consideration on associating the skills of change agents with project managers to identify the 

increase in project success rates.  

 Lastly, organizations today are shifting their daily operations to a hybrid-environment, 

which is causing exponential growth in technological change initiatives. The hybrid-environment 

has caused project managers and leaders to focus their efforts largely on the system or software 

being integrated, which is adversely creating a greater burden for leadership to identify effective 

ways to manage humans in a virtual setting. Future studies should encompass a psychological 

approach for project managers and leaders in how to effectively manage people and drive project 

success in a virtual setting. Change management and project management have proven to be 

synonymous in organizational change projects. With the appropriate acquiring of change 

management competencies by project managers and leaders, there will be a significant increase 

in future studies surrounding the psychology of change in organizations and its association with 

positive outcomes in projects. 
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