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Change Management and BPM
  In this Advisor, we want to consider how Change Management and Business Process Management relate to 

each other. They are often understood as separate initiatives or domains but, in fact, most Change 
Management efforts involve changes in business processes, and all major business process redesigns involve 
Change Management. 

Change Management, broadly speaking, is a body of knowledge, techniques, and best practices that describe 
how organizations manage change. 

Although there are many sources of information about Change Management, most students of Change 
Management would point beginners to Harvard Business School professor, John P. Kotter, whose 1996 book, 
Leading Change, helped define the initial approach and to Prosci, an organization founded in 1994, that 
publishes a popular methodology for managing change. 

Kotter tends to focus on a single generic methodology for change which we described in our November 10, 
2009 Advisor on Change Management. (Go to www.bptrends.com and search on Change Management to find 
this and other Articles we have published on this topic.) 

Prosci, on the other hand, provides a basic set of principles and packages them to address different groups and 
different types of change initiatives. For example, they have a program for supervisors leading change, one for 
employees implementing change projects, one for organizations supporting a major Business Process 
Reengineering Change effort, and so forth. 

Change Management, as described by both Kotter and Prosci, recognizes that humans resist change. A 
message that describes the business advantages of a change may not be heard by employees, who, when they 
hear the words “major change,” are primarily concerned with the impact of the change on them - how will the 
change effect their day-to-day work or, worst case, will the change mean they will no longer have a job. 
Change Management methodologies focus on identifying stakeholder concerns and creating messages and 
ongoing programs that will gain the support of all stakeholders and employees within the organization. 

BPM and Change Management 

Business Process Management, as we define it, always involves a Change Management component. Change 
Management is primarily associated with large process redesign projects and enterprise level work, like shifting 
the organization to a process-focus, implementing a process management system, or training staff to support 
continuous process improvement. However, even smaller process redesign projects require some form of 
Change Management in order to be successful. 

Most process methodologies include elements of Change Management. BPTrends Associates (BPTA) – as an 
example - uses the following figure to indicate where we integrate Change Management practices into our 
overall process redesign methodology. The BPTA redesign methodology is structured as a project and has 
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phases that are common to Project Management methodologies, including planning, analysis, design, and 
implementation. In each of these phases, we use Change Management techniques. Figure 1, below, highlights 
which of the techniques suggested by John Kotter’s methodology are employed in each phase. 

Figure 1. How a Change Management methodology can be implemented within a Business Process 
Redesign methodology. 

The BPTA methodology includes detailed discussions of how business process redesign projects require and 
use Project Management and Change Management practices and explains how both methodologies can best be 
applied in the context of a process redesign effort. We suggest points in a typical process redesign project 
where Change Management concerns need to be addressed, and we discuss the specific techniques and 
solutions we have found useful in other process redesign projects. We do not, however, teach the specifics of 
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Project Management and Change Management methodologies, preferring to leave that to the domain experts 
responsible for the design and implementation of those methodologies. 

BPM is a body of knowledge that includes practices and techniques specific to the change of business 
processes. Project Management and Change Management are two other domains that contain their own 
theories and generic models. A successful business process redesign project, however, requires that 
practitioners integrate the knowledge and techniques from all three domains to optimize the results of a 
project to change an existing process. 

Increasingly, organizations are coming to understand the need to integrate a number of different bodies of 
knowledge, tools and techniques in order to improve their organization’s performance, and process 
practitioners will need to be aware of the latest theories and practices, not only in Change Management, but in 
other disciplines, as well. 

Till next time, 

Paul Harmon 

Notes 

John P. Kotter, Leading Change, Harvard Business School Press, Boston MA, 1996. This book is a good place to 
start to learn about Change Management. 

Prosci offers studies and manuals, and a good introduction to their approach can be found in the book, Change 
Management by Jeffrey M. Hiatt and Timothy J. Creasey (Prosci Learning Center Publications, Loveland 
Colorado, 2003). For information on Prosci, check www.prosci.com. 

The leading conference on Change Management is the Association of Change Management Professional’s 
(ACMP) Global Conference. (http://acmp.info/conference) Up until 2010, this conference was the Prosci 
Change Management conference, but this year it was officially transferred to ACMP. The inaugural ACMP 
conference was held the first week in May, 2011 and the keynote speaker was John Kotter. A glance at the 
online program provides a good overview of the breadth of concerns that are addressed by those focused on 
Change Management. 

For more information about the BPTA BPM Methodology and Curriculum and Certificate Programs see 
www.bptrendsassociates.com 
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