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OCM Models: An Overview

Traditional organizational change management (OCM) models—Kotter’s Eight Steps,
Lewin’s Three-Step Model, and Prosci’s ADKAR—require adaptation to remain effective
in the context of Al-driven transformation. This chapter examines how these frameworks
intersect with the evolving demands of Al across the dimensions of People, Process, and
Technology, using the OrgChange.Al Nine-Square Grid as a guiding structure. By aligning
each model with AI’s capabilities, leaders can accelerate adoption, oyercome resistance,
and embed lasting change with greater precision and impact.

The OrgChange.Al Nine-Square Grid

The OrgChange.Al Nine-Square Grid offers a structuged approach forapplying established
change management models—Kotter’s Eight Steps, Lewin’s Three-Step Modeldand
Prosci’s ADKAR—across the core dimensions efiPeople, Proeess, and Technology. This
framework enables leaders to assess organizational readiness, align intery€ntions with Al
capabilities, and drive transformation with clatity and precision. By wiSualizing change
stages against operational dimensionsgthe Gridthelps @rganizations move beyond theory to
actionable strategy, ensuring Al adoption is both cffective and sustainable.

The OrgChange.Al framework integrates three proven models to guide transformation:

o Kotter’s Eight-Step ModelaEocuses,on exeeution, emphasizing urgency,
coalition-building, and'elear communication. Without these, change efforts risk
stagnation omconfusion.

e Lewin’s Three-Stage Model: Offers a simple yet effective structure—unfreeze
current behaviors, implement change, and refreeze to embed new norms. It
reinforces that ehafge is a process, not a one-time event.

e ADKAR Model: Centers on individual adoption through five stages—Awareness,
Desire; Knowledge, Ability, and Reinforcement. It ensures people are not just
informed but equipped and motivated to change.

The OrgChangedd Nine-Square Grid: A Strategic Map

The OrgChange.Al Nine-Square Grid framework is where these foundational models meet
the three essential dimensions of any organization: People, Process, and Technology. Each
cell represents a specific, actionable focus area for your change initiatives. This isn’t about
managing change generically; it’s about understanding precisely where and how to
intervene.
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urgency with the foundational need to
Similarly, Cell 5, “Changi

ghlights Lewin’s active change
business processes.

redesign core proces
execution.

. Ensure the right stakeholders are involved to drive alignment and

(] Square 3 — Technology (Vision & Infrastructure): Define and communicate a
compelling future state enabled by technology. Identify and invest in the foundational
infrastructure required to realize the vision.
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Lewin:

(] Square 4 — People (Unfreezing & Engagement): Prepare the workforce by breaking
down resistance and fostering readiness. Use empathy and open dialogue to build
understanding that current methods are no longer sufficient.

(1 Square 5 — Process (Changing & Transformation): Implement new workflows and
revise procedures to align with desired outcomes. Focus on redesigning how work gets
done to support the change.

(] Square 6 — Technology (Refreezing & Integration): Ensur. systems are fully
embedded into daily operations. Solidify technology adoption

sustainable new norm.
ADKAR:

(] Square 7 — People (Awareness & Knowledg
understand the change and have access to ess
communication and foundational knowledg

[1 Square 8 — Process (Desire & P on): Drive buy-in by optimizing

workflows to be more intuitive and b ined processes increase appeal and

support voluntary adoption.

us on intuitive design, accessibility,
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Stakeholder Mapping

Without a clear grasp of who is impacted and how they feel, even the most brilliant
technological leap can falter. You need to understand our audience, not just as employees,
but as individuals with distinct interests, concerns, and expectations. This understanding is
the bedrock upon which you build any effective stakeholder engagement strategy,
particularly as you welcome Al into our workplaces.

Our first order of business is Stakeholder Mapping. Think of it as€reating a strategic
blueprint of your organizational landscape. It’s a powerful methed to systematically
identify and analyze the key individuals and groups affected by this impending change. By
visualizing stakeholders based on their influence and their level of mterést in the
organizational shift and Al integration, you can craft ptecise plans for'engaging eachygroup
effectively.

To achieve this, you can adapt a useful framework'=aNine-Square Grid. This structure
considers three critical dimensions: People{ Process, and Technology.

e People: Who are the individudlsyand groups, involved? What are their individual
stakes — their hopes, their worries, their desires, for this new direction?

e Process: What are the specific steps involved in implementing this change? How
will these changesripple through existing werkflows and impact daily operations?

e Technology: How will Al integfation alter the way you work? What are the
potentialg@ains, and what ate the likely hurdles?

Plotting your stakeholders'on this grid, eonsidering their power and their engagement on
each of these dimensions, allowshyou to categorize them. This provides a clear picture of
whofeeds what kind of aftention.

Beyond simplyzknowing who is involved, you must also assess AI Reception and
Readiness. How will\different groups actually react to AI? Are there natural advocates
ready to champion its @doption, or are there those who will likely express reservations?
Understanding eachi group’s current comfort level, their existing knowledge, and their
preparedness for'Al technologies is vital. Are they excited by the prospect of Al as a
partner, or do they view it with suspicion?

Armed with this insight — understanding influence, interest, Al reception, and readiness —
you can then develop Tailored Communication Strategies. This isn’t about a one-size-fits-
all announcement. It’s about crafting specific plans that address the unique concerns of
each group, clearly articulate the relevant benefits for them, and speak directly to their
individual needs.
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This mapping exercise will help you pinpoint Key Al Champions — those influential
individuals who can become strong advocates. Their support can drive momentum and
inspire confidence throughout the organization. Simultaneously, you must plan for AI
Resistance Mitigation. By anticipating potential roadblocks from hesitant stakeholders,
you can proactively develop strategies to address their concerns, transforming potential
friction points into opportunities for constructive engagement.

Your Stakeholder Mapping Action Plan

e Build Your Map: Develop a clear stakeholder map using t
Technology grid, considering influence and interest.

ople, Process,

e Gauge the Mood: Assess how each stakeholder group is li eive Al and
their current readiness to engage with it.

e Anticipate Challenges: Proa
resistance.

By taking these steps, yo smooth and supportive transition,
ensuring your stakehold
partner in shaping your org
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Benchmarks & Case Studies: Al in Action

From Tools to Transformation

OrgChange.Al: First Contact explored Al tools and utilities. But tools alone don’t tell the
full story. This chapter takes you behind the scenes, showing how companies across
industries are embedding Al into governance, customer engagement, workforce
enablement, process optimization, and culture. Think of it as moving from “first contact”
with Al to everyday practice.

Governance and Risk Management
Al adoption succeeds when it’s disciplined.

e Societe Generale demonstrated this by collectin

e Cisco’s Al Control Hub rei ] oversight into daily
workflows, aligning HR and ared accountability model.

e PwC’s CEO Survey revealed

adoption is as mu ut huma

With governance

Cust

Al

tomated half of its claims, freeing human adjusters for complex cases
and demonstrating efficiency gains that build momentum.
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Industry Benchmarks Index

Accenture — Scaling frameworks, agentic Al, governance.

Airbus — Al for design and proposals.

Cisco — AI Control Hub — Governance platform for responsible Al
Cresta — Real-time sales coaching with measurable uplifts.

Gap / Old Navy — North Star vision, RFID deployment.

GE - Predix — Predictive maintenance and optimization.
Goldman Sachs — Deal AI — Market research and risk assess
Home Depot — Al for customer engagement/workflows.

iGrafx — Process360 Live — Process mining, simulation, digital twins.
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Al Governance Action Map

Establish Governance Structure

Activity: Designate Al Champions & Oversight Committee

Description: Identify and charter Al Champions and a cross-functional Oversight Committee.
Owner: IT, HR, Legal, Business Units

Output: Charter document

KPI: % projects with champions assigned
Governance Control: Role-based approvals
Risk: Lack of role clarity

Mitigation: Publish RACI and comms

Al Utility/Tool: Microsoft Viva; Microsoft Copi

Notes: Use Viva polls to ratify roles; publish char

Standardize Intake
Activity: Al Project Prop

Description: Create structure
privacy checks.

d approval workflow including ethics &

Owner: IT, Financ

Mitigation: Ro requests via intake portal
Al Utility/Tool: ServiceNow Now Assist; OneTrust; Microsoft Purview; Microsoft Copilot

Notes: Automate gates in ServiceNow; store DPIA in OneTrust; data maps in Purview.
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Al Governance Al Prompt Library for Al Assistants

Purpose: Define roles, workflows, and oversight for Al initiatives.

e Prompt: “Draft an AI governance charter for [organization],
ensuring compliance with privacy and fairness principles.”

e Prompt: “Create a proposal template for AI projects that
includes objectives, risks, and HITL checkpoints.”

e Prompt: “Generate a communication plan for introducing AI
governance roles to [stakeholder group].”

Field Notes

Q
o
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Leadership Alignment

Leadership alignment is the cornerstone of successful Al integration. This chapter explores
how executive sponsorship, governance rituals, and coaching strategies empower teams
and anchor change in culture.

The successful integration of Artificial Intelligence into an organization is not merely a
technical undertaking; it is a deeply human one. As we shift our focus to the people

impacted, leadership’s proactive involvement is essenti
systems can enhance the identification and engag

of Al capabilities to reshape our work

Field Notes
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Leadership Alignment Action Map
Change Leadership Charter

Activity: Define purpose and scope of Al-assisted change initiative; establish success criteria and
Al guardrails.

Data Needed: Charter scope, stakeholder roles, compliance policies, KPIs.

Al Utility/Tool: Microsoft 365 Copilot, Power BI, Purview.

Why This Tool: Ensures ethical Al use and clarity of objectives with rable outcomes.

Owner: Change Governance Lead
Output: Approved charter document; KPI dashboard; guardrail summary.

KPI: Charter sign-off within 2 weeks; 100% guardrail cover

Sponsor Alignment Rituals

Activity: Schedule regular sponsor che d accountability metrics.

cagement metrics.

mmaries; accountability reports.

<3 days; blockers resolved weekly.

frontline leaders.
Data Needed: Simu scenarios, coaching feedback, readiness scores.
Al Utility/Tool: Talespin, Strivr, Axonify, Copilot.

Why This Tool: Builds confidence and equips leaders to communicate Al impact effectively.
Owner: Leadership Development Manager

Output: Simulation completion reports; coaching plans; readiness dashboards.

KPI: Simulation completion >95%; readiness score +20%; comms clarity index improved.
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Stakeholder Engagement Playcard

Purpose | Communicate vision, engage stakeholders, personalize support,
and monitor sentiment.

e Microsoft Viva
Tools/Al

Utilities | ® Qualtrics

e Copilot
e Jasper
e Slack Al

e Beekeeper

e Canva

Segment audiences and
Process
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Sponsor Alignment Playcard

Purpose | Define cadence, expectations, contribution metrics, and feedback
loops for sponsors.
e Motion; Reclaim
Tools/Al
Utilities | * Copilot
e Zoom Al
e PMI Infinity
e ServiceNow
e Power Bl Copilot
1. Auto-schedule forums (Motio
Process - .
2. Capture decisions and ac
3. Track tasks (PMI Infinity
4. Publish engageme
Prompt
KPIs

Field Notes
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Leadership Alignment Al Prompt Library for Al Assistants

Stakeholder Engagement

e Copilot: Draft segmented vision emails ensuring inclusive language
and transparency.

e Jasper: Generate empathetic responses for FAQs about AI impact on
jobs.

e Qualtrics: Design a pulse survey to measure tr
anonymize responses.

n AI rollout;

e Copilot: Create a script for townhall e
human oversight.

e ThoughtSpot: Query sentiment data
resistance; confirm bias-free ana

ing signs

Sponsor Alignment

with clear

inforcing ethical AI commitments.

t scorecards without exposing

upda

Field Notes
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