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1.  Welcome & Introductions

William Lemon, CMIOSH, MIIRSM, Dip RSA

Chair, Northern Ireland Branch
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2.  IOSH Presidential Team Update
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Murray Cowan MBE MBA, Change Management Consultant
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Organisational effectiveness including
strategy execution, organisational
change - especially digital
transformation - and portfolio,
programme and project management

Private Sector, Central Government,
Local Government, Government
Agencies, Not for Profit, International
Organisations

Agriculture, Culture, Defence, Education,
Energy Environment, Finance, Health,
Interior and Local Government, Revenue,
Sport, Transport and Utilities

Afghanistan, Bahamas, Cambodia, The
Gambia, Ghana, Kenya, Iraq, Ireland,
Kosovo, Lesotho, Malawi, Mauritius,
Nepal, Pakistan, Philippines, South
Korea, Turkey, UK

Professional 
Interests

Client 
Experience

Sector 
Experience

Country 
Experience



Personal reflection …

Does an organisation need change management?  It depends …

• How well an organisation ‘gets things done’ (reliability?)

• Effectiveness of strategic management – plans and performance

• Use of project, programme, portfolio (and benefits?) management (P3M)

• Process management discipline 

• Accountability arrangements for delivery of results

• Psychological safety to have honest, open and thoughtful conversations

• Status of organisation –profitable, strong pipeline, distressed, turnaround …

• Etc, etc, etc.  
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Getting started – poll #1

Does your organization have a documented method for the management of 
change?

• Yes

• No

• Working on it
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Getting started – poll #2

What is your experience of change management?

• None

• Some awareness

• Some involvement in minor change initiatives

• Extensive involvement in several change initiatives

• Led implementation of change initiatives
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Agenda
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2.  IOSH
Presidential 

Team Update

1.  Welcome & 
Introductions

4. Why 
change?

Big picture: 
organisational 

survival & success

3. What’s in it 
for me?

Professional 
development: IOSH

context & wider utility

6. How to 
change?

CM governance, 
process & 

communications

5. What 
change?

What is changing & 
how much CM is 

needed 

8. When 
change 

happens?  
Before ‘day 1’, ‘day 1’ 

& afterwards

7. Who leads 
change?

Decisive role of 
leaders &
managers

Poll to decide which two to prioritise



The case for change management … according to Prosci

10Source: Prosci.  



Something to read during the event … a primer

https://www.prosci.com/change-management
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https://www.prosci.com/change-management


Getting started – poll #3

Which of these Agenda items would you most like to know more about?

• What change?  What is changing and how much CM is needed

• How to change?  CM governance, process and communications

• Who leads change?  Decisive role of leaders and managers

• When change happens?  Before ‘day 1’, ‘day 1’ & after ‘day 1’
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3.  What’s in it for me?
Professional development: IOSH context & wider utility
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Quick orientation: Change Management Professional Bodies

• Change Management Institute: 
association of change professionals 
constantly striving to push the 
boundaries of the change management 
profession

• Source: https://www.change-
management-institute.com/
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• Association of Change Management 
Professionals® (ACMP®): professional 
association dedicated to advancing the 
discipline of change management

• Source: https://www.acmpglobal.org/

https://www.change-management-institute.com/
https://www.acmpglobal.org/


Quick orientation: Change Management Training

• The most widely attended change 
management certification in the world.  
Prosci’s Change Management Certification 
Program gives you the knowledge, skills 
and tools you need to drive successful 
change initiatives.

• Source: Prosci Practitioner Program
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• The definitive certification for 
professionals dealing with 
organizational change, transition and 
transformation

• Source: https://apmg-
international.com/product/change-
management

https://www.prosci.com/solutions/training-programs/change-management-certification-program
https://apmg-international.com/product/change-management


Quick orientation: Change Management History & Future

• Contribute to the largest body of 
knowledge in the field of change 
management.  Prosci’s models, tools and 
training programs are derived from more 
than 20 years of best practice research 
and published findings

• Source: Prosci Research
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• Source: 
https://www.prosci.com/resources/arti
cles/change-management-history-and-
future

https://www.prosci.com/about/research-process
https://www.prosci.com/resources/articles/change-management-history-and-future


BS/ISO 45001: Occupational health & safety management systems
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In the case of planned changes, permanent or 
temporary, this assessment shall be undertaken 
before the change is implemented (see para 8.13)

The organization shall establish a process(es) for 
the implementation and control of planned 
temporary and permanent changes that impact 
OH&S performance

Determine and implement any action needed, 
including corrective action, in accordance with 
the hierarchy of controls (see 8.1.2) and the 
management of change (see 8.1.3);

6. Planning
6.1.1 General

8. Operation
8.1.3 Management of 

change

10. Improvement
10.2 Corrective action

10.3 Continual improvement

a) top management leadership, commitment, 
responsibilities and accountability;

b) … developing, leading and promoting a culture
Success factors



HSE – change related resources
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From the employee perspective

From the organisational perspective

Source: 
Human factors: 

Organisational change

Source: 
Specific topic 3: 

Organisational change 
and transition 
management

https://www.hse.gov.uk/humanfactors/topics/orgchange.htm
https://www.hse.gov.uk/humanfactors/topics/specific3.pdf


The Future of Work is not coming … it is already here …
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The OSH profession is 
changing …

… and IOSH is 
changing too

10 x drivers of change

‘… we have updated our 
competency framework to help 

OSH professionals build 
capability and keep pace with 
rapid change in the workplace. 

As well as strong technical skills, 
they need both soft

and business skills that equip 
them to influence and drive 

change.’

COMPETENCIES WITH CHANGE

• Risk management
• Culture
• Strategy
• Leadership & management
• Working with others



Source: McKinsey - Skills for the Future of Work

https://www.mckinsey.com/industries/public-and-social-sector/our-insights/defining-the-skills-citizens-will-need-in-the-future-world-of-work?twclid=11425516497624047625


Is ‘change management’ really needed?

2
1

Today’s change management movement
has arise in response to the difficulty
companies have had in constant, rapid
improvement a routine aspect of work.

As an increasing number of people take
on the role and mindset of the change
management professional, instead of
striving to make innovation and
improvement routine, they naturally
encourage the treatment of change as
something special.

What needs to change is that thinking.

Leaders should view change not as an
occasional disruptor but as the very
essence of the management job.

Source: HBR - All Management is Change Management

https://hbr.org/2017/10/all-management-is-change-management


Summary > What’s in it for me?  Key Messages
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Jobs & skills 
are being 

disrupted at 
scale & speed

Change 
management 

is an ‘in 
demand’ skill

Future of 
work is 

already here

OSH 
profession is 
undergoing 

change



4. Why change?
Big picture: organisational survival & success 
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How does it feel right now?  And looking to the future?
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Source: Prosci: https://www.prosci.com/resources/articles/defining-change-impact

https://www.prosci.com/resources/articles/defining-change-impact


Most important slide of the event = ‘strategic drift’ …

25Which phase is your organization in?  

Strategic 
Drift 

= 

BIGGEST
challenge for 
organisations



Strategic drift is real: Top 10 global companies
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Source: https://ercouncil.org/2019/top-ten-companies-by-market-cap-over-20-years/

From hardware to software … energy to data

https://ercouncil.org/2019/top-ten-companies-by-market-cap-over-20-years/


Some thoughts on 
‘strategic drift’ in our 

current context …

• How robust is the current business model?

• How much is automated?

• How much is real-time?

• How much is being done (thinking, planning & 
change) about the future?

• What is the organisation’s ambition?
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Defining change – not all change is the same …
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Organizational change Organizational transformation

• generic term that refers to any type of change to an organization, 
an organizational function, a department, processes, 
operations, or any other facet of the organization

• complete overhaul of the organization from top to bottom, which 
can mean changes to organization’s operating model, its 
mission and vision, its culture, day-to-day workflows, employee 
experience, and more

Reorganization & restructuring Reconfiguration

• often used interchangeably, refer to a change in the 
organization’s hierarchy, jobs, roles, or even the underlying basis 
upon which the organization is structured

• smaller-scale version of restructuring that involves recombining 
existing parts of the organization, such as roles, responsibilities, 
and business units, without altering underlying structural 
archetype of the organization

Organizational culture change Digitalisation (added)
• focuses specifically on improving the climate, atmosphere, 

workplace, and culture of the organization, such as beliefs, 
attitudes, values, and social norms, all of which can improve 
employee engagement, employee productivity, and more

• Digitalization is the use of digital technologies to change a 
business model and provide new revenue and value-producing 
opportunities; it is the process of moving to a digital business 
(Source: Gartner)

Source: WalkMe Blog: Reorganization vs. Transformation vs. Other Types of Change

https://www.gartner.com/en/information-technology/glossary/digitalization
https://change.walkme.com/reorganization-vs-transformation


Is the scale and speed of change exciting or overwhelming?

COVID-19 accelerated 
digital transformation 

by 2-5 years
Various

29



Is the scale and speed of change exciting or overwhelming?

Current jobs and 
skills disrupted at 
scale and speed

New jobs and skills 
being at scale and 

speed

30Source: https://www.mckinsey.com/featured-insights/future-of-work/jobs-lost-jobs-gained-what-the-future-of-work-will-mean-for-jobs-skills-and-wages



Is the scale and speed of change exciting or overwhelming?

The rate of change today 
is the slowest you will 

ever experience
Jonathan MacDonald 
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Poll #4

Which phase is your current organisation in?

• Phase 1

• Phase 2

• Phase 3 – beginning

• Phase 3 – middle

• Phase 3 – end

• Phase 4

• Other

32



Summary > Why change?  Key Messages
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Know current 
‘strategic drift’ 

phase & 
where’s next

Know the 
drivers, 

pressures & 
risks

Be clear on 
what type of 

change is 
needed

Identify how 
fast the 

changes need 
to be made



5. What change?
What is changing & how much change management is 

needed
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Illustration of ‘typical’ changes

Source: Prosci: https://www.prosci.com/resources/articles/defining-change-impact

https://www.prosci.com/resources/articles/defining-change-impact


Source: Prosci: https://www.prosci.com/hubfs/3.images/blog/Prosci-Yesterday-Tomorrow-Exercise.pdf

Example of simple change 
impact assessment

https://www.prosci.com/hubfs/3.images/blog/Prosci-Yesterday-Tomorrow-Exercise.pdf


Other factors: how much change management is needed
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Required 
return on 

investment

What is at 
stake - priority 
of the change 

‘must win’??

Record of 
previous 

changes – past 
change affects 
future success

How much of 
RoI requires 

people to adopt 
the change

Scale of 
impact staff, 

functions, 
departments, 

locations

Special   
factors

What else is 
going on

Competence 
of staff 

involved



What is meant by ‘how much change management’?

• Financial resources to fund the required activities

• Level and amount of leadership involvement and other key staff time

• Readiness preparation of the changes to be made

• Stakeholder communications and engagement 

• Training and capacity building of impacted stakeholders

• Contingency budget

38



Change management plan 

My opinion – there are few good examples

Use your own organisational plan style

39



Summary > What change?  Key Messages
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Identify what 
will be 

changed

Assess the 
impact of the 

changes

Identify other 
significant 

factors

Prepare and 
implement 

change 
management 

plan

6. Planning: 
assessment shall be undertaken 
before the change is implemented 



6. How to change?
CM governance, process & communications
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Project management does not deliver change – a change 
must be used to deliver benefits & provide the ‘return on 
investment’ – this is the purpose of change management
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#1

Working 

Change

#2

Used 

Change

#1 Project 

Management

#2 Change 

Management

#3 Capacity 

Development

Project Period

#3

Sustained 

Change

New Operational Routine
Roll

-out

What

How

When

Benefits / RoICosts Roll

-out
Why



Poll #5

What do you consider the key challenges to be:

• None
• Don’t Know 
• Defining the success measures of a change initiative
• Using an effective process of change
• Involving leaders and managers
• Integrating with project management 
• Assignment of sufficient resources
• Communications and engagement with stakeholders
• Prioritisation
• Other (text)

43



Project Change Triangle (PCT) – 4 critical aspects
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Source: https://www.prosci.com/methodology/pct-model
Source: https://www.prosci.com/resources/webinars/prosci-change-triangle-model

1

2

34

https://www.prosci.com/methodology/pct-model
https://www.prosci.com/resources/webinars/prosci-change-triangle-model


PCT – each aspect includes 10 x factors scored from 1 - 3

45



Example PCT Profiles – should be reviewed throughout
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Source: https://blog.prosci.com/how-to-diagnose-treat-and-monitor-project-health
Source: https://www.prosci.com/resources/articles/project-change-triangle-overview

https://blog.prosci.com/how-to-diagnose-treat-and-monitor-project-health
https://www.prosci.com/resources/articles/project-change-triangle-overview


Prosci 3-Phase Process (updated 2021)

•A structured yet flexible 
approach to enable the 
people side of change in 
your organization

•Requires a change to have 
been decided and 
designed to then complete 
these tasks

47
Source: https://www.prosci.com/methodology/3-phase-process

https://www.prosci.com/methodology/3-phase-process


Source: https://www.prosci.com/resources/articles/change-management-communication-checklist

1) Using the preferred senders to deliver 
communications in your organization

2) Preparing the communicators to deliver 
effective communications and have the 
necessary conversations

3) Answering the questions, "Why is this 
change happening?" and "What is the risk 
of not changing

4) Answering the question, "What's in it for 
me (WIIFM)

5) Resisting the urge to communicate 
through the project team

6) Finding effective ways to reach your 
audience

7) Using face-to-face communication
8) Repeating key messages five to seven 

times
9) Creating opportunities for two-way 

communication
10) Using assessment tools to evaluate the 

effectiveness of communication messages
48

Change 
Communications

Checklist

https://www.prosci.com/resources/articles/change-management-communication-checklist
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Change Communications: 
Preferred Senders

• When it comes to messages about the 
future of the organization, the voice for 
change should be executives and senior 
leaders

• Messages about future changes to 
teams and jobs should be delivered by 
line manager/supervisor

Source: https://www.prosci.com/resources/articles/sponsor-checklist-for-change-management

https://www.prosci.com/resources/articles/sponsor-checklist-for-change-management


Summary > How to change?  Key Messages
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Focus on 
results first >  
decide how 

much change 
management 

is needed

Use PCT for 
good change 
governance

Use a suitable 
change 
process

Use the right 
sender of the 

change 
messages

8. Operation: establish 
process(es) for implementation and 
control of planned temporary and 

permanent changes 



7. Who leads change?
Decisive role of leaders & managers
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Poll #6

Who do you believe should lead change initiatives:

• Middle managers
• Supervisors/team leaders
• Functional leads
• Project manager
• Member of the board (if applicable)
• Head of the organisation (CEO / MD)
• Director / member of the senior leadership team
• Communications 
• HR
• Change management
• Other 
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Leaders make the decisive 
difference in successful change

53



Prosci’s research since 
1998 has identified:

Top contributor to 
success =  effective 

sponsor (leader)

Biggest obstacle to 
success = lack of 

executive support and 
active sponsorship

Leader (sponsor) effectiveness correlates with successful change 

Source: https://www.prosci.com/resources/articles/primary-sponsors-role-and-importance

https://www.prosci.com/resources/articles/primary-sponsors-role-and-importance


But leaders do 
not fully 
understand their 
role in change

Only 18% of leaders had a complete 
understanding of their role

52% of leaders had some 
understanding or less about their role

Source: https://www.prosci.com/resources/articles/primary-sponsors-role-and-importance

Leader (sponsor) understanding of their transformation role

https://www.prosci.com/resources/articles/primary-sponsors-role-and-importance


Six tasks for leader’s during change … plus securing resources

Be active and visible 
participation 

throughout the 
project

Build a coalition of 
sponsorship 

Communicate support 
and promote the 

change to impacted 
groups

Be a key influence on 
starting early

Be the preferred 
senders of change 
communications

Resolve escalated 
issues – though 

prevention is 
preferred 

56

Source: https://www.prosci.com/resources/articles/primary-sponsors-role-and-importance

https://www.prosci.com/resources/articles/primary-sponsors-role-and-importance


Roles in Change 
Management 

Additional Roles: ‘Extend’ Roles
• Internal communication or training specialists

• Human resources business partners

• Organization development staff

• Business analysts

• Subject matter experts

• Change agent networks

• Solution developers

57

Source: https://www.prosci.com/resources/articles/core-roles-in-change-management

Employee Facing

Enabling
“… it 

depends 
…”

https://www.prosci.com/resources/articles/core-roles-in-change-management


Summary > Who leads change?  Key Messages
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Leader makes 
the decisive 
difference

But leader 
does not 

always know 
change role

Support the 
leader with 

their 7 tasks in 
leading change

Extend 
involvement of 
other roles as 

needed

Success factors: 
top management leadership, 
commitment, responsibilities 

and accountability



8. When change happens?  
Before ‘day 1’, ‘day 1’ & afterwards
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Change happens on ‘day 1’
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#1

Working 

Change

#2

Used 

Change

#1 Project 

Management

#2 Change 

Management

#3 Capacity 

Development

Project Period

#3

Sustained 

Change

New Operational Routine
Roll

-out

What

How

When

Benefits / RoICosts Roll

-out
Why



When change happens
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Are you ready to 
change?

o Complete all change 
readiness activities

o Prepare impacted 
stakeholders 

o Support arrangements & 
issue reporting in place

What happens on Day 
1? Month 1?

❑ Define key routines before 
Day 1

❑ Monitor change through 
full cycle(s)

❑ Track key indicators & 
issues to be resolved

What issues need 
corrective action?

❖ Prompt resolution of 
issues is essential 

❖ Communicate updates to 
support resolution

❖ Provide additional training 
to staff as needed

When is the change 
stable?  BAU?

✓ Key benefits have been 
achieved (RoI?) 

✓ Transition arrangements 
ready for ‘business as usual’

✓ Continuous improvement 
applies 

10. Improvement: 
Determine and implement any 

action needed, including corrective 
action



Metrics for Measuring Change Management

Adoption 
metrics

Usage and 
utilization reports

Compliance and 
adherence reports

Employee 
feedback

Help desk calls and 
requests for support

Issue, compliance 
and error logs

Proficiency 
measures

Observations of 
behavioural change

Employee 
satisfaction survey 

results
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Source: https://www.prosci.com/resources/articles/measuring-change-management-effectiveness-with-metrics

https://www.prosci.com/resources/articles/measuring-change-management-effectiveness-with-metrics


That’s it – last thought
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Drive don’t drift – successful & sustainable futures 
belong to superior change management



Open 
discussion

Q&A



Thank you for attending

Please feel free to get in touch with any questions:

murraycowan@outlook.com

+44 7719 114546
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mailto:murraycowan@outlook.com


If you have any questions for the IOSH Northern Ireland Branch committee 
please send them to northernireland@ioshnetworks.com

We invite you to follow the branch on LinkedIn for details about upcoming 
events
linkedin.com/in/iosh-northern-ireland-branch-617b72191

Any value you gain from this session can be used as part of your CPD 
portfolio  https://iosh.com/membership/professional-development/cpd/ 

You’ll be able to find a list of all of our other CPD event recordings, as well as 
details of any upcoming CPD events at
https://iosh.com/events/all-events/

mailto:northernireland@ioshnetworks.com
https://www.linkedin.com/in/iosh-northern-ireland-branch-617b72191
https://iosh.com/membership/professional-development/cpd/
https://iosh.com/events/all-events/

