
 

Change Management Is Not a Methodology. It Is a 
Discipline. 

Change management is often discussed as a methodology choice, but in large-scale 
ERP, SaaS, and now agentic AI programs, it is better understood as an executive 
discipline. In my experience, most transformations do not underperform because the 
technology is flawed. They underperform because leaders underestimate the complexity 
of changing how people work, decide, and are held accountable. Executives are 
increasingly responsible not just for delivering platforms, but for ensuring those 
platforms actually change behavior at scale. 



Enterprise ERP and SaaS programs almost always fail first on alignment, not execution. 
Funding is approved, delivery teams mobilize, and progress appears strong on 
dashboards while resistance quietly builds across regions and functions. In one global 
ERP program, the largest risk was not data migration or integrations but regional 
leaders protecting local processes that conflicted with global operating models. Applying 
Kotter’s model with rigor changed the trajectory. Executive sponsors created urgency 
tied directly to margin, cash flow, and compliance exposure, formed a visible 
cross-regional leadership coalition, and consistently communicated what decisions were 
now global versus local. That alignment reduced friction long before going live. Kotter 
does not manage delivery. It establishes authority, legitimacy, and shared intent, which 
are prerequisites for enterprise change. 

Once alignment is achieved, adoption becomes the dominant risk. ERP and SaaS 
systems often work exactly as designed while business value remains unrealized. In a 
global HCM and payroll SaaS rollout, managers continued to use shadow systems even 
after stabilization. The issue was not system usability or training coverage. It was 
individual behavior. Prosci’s ADKAR model made this visible by isolating where 
adoption was breaking down. Awareness and knowledge were present, but desire was 
not. Managers perceived loss of autonomy and increased scrutiny. Addressing that 
required targeted manager communications, explicit role-based impact clarity, 
reinforcement through leadership expectations, and clear consequences for 
non-adoption. Adoption improved because it was managed intentionally and measured 
consistently. Prosci is effective because it treats behavior change as a performance 
outcome, not a soft activity. 

Agentic AI raises the bar further. Unlike ERP or SaaS, the future state cannot be fully 
defined at design time. Decision rights shift, roles evolve, and trust becomes the central 
adoption barrier. Executives face heightened risk if AI is introduced without 
transparency and guardrails. In an agentic workforce optimization deployment, success 
came from applying Agile change principles rather than linear rollout plans. The 
organization started with constrained use cases, built rapid feedback loops with 
managers and employees, required explainability for agent decisions, and adjusted 
controls as confidence grew. Agile change enabled learning while protecting credibility. 
Without it, AI initiatives either move too aggressively and trigger resistance or move too 
cautiously and fail to deliver value. 

The strongest programs deliberately combine these approaches. Kotter establishes 
urgency, executive alignment, and governance. Prosci drives individual adoption, 
capability development, and sustained use. Agile enables iterative learning and 
responsible evolution, particularly where outcomes cannot be fully predicted. Each 
model addresses a different executive risk. Kotter mitigates strategic drift, Prosci 



mitigates adoption failure, and Agile mitigates uncertainty. Together, they form a change 
system that matches the complexity of modern digital and workforce transformation. 

Change management is not a communications plan, a training calendar, or a phase at 
the end of a program. It is the discipline of translating technology investment into 
measurable business outcomes without eroding trust, productivity, or culture. ERP tests 
organizational structure and decision rights. SaaS tests standardization and 
governance. Agentic AI tests control, accountability, and confidence. Executives who 
treat change with the same rigor as architecture and security do more than deliver 
systems. They create organizations that can absorb change repeatedly and responsibly. 
The question is not which methodology to use, but whether leadership is prepared to 
own change as a core operating responsibility. Those that do will execute faster, adapt 
with less friction, and sustain advantage as technology continues to accelerate. 

 

Example: Applying Change Management to an Agentic AI Program 

Program Overview 

Management proposed deploying an agentic AI solution to autonomously optimize 
workforce scheduling and overtime decisions across multiple regions. The business 
objectives were to reduce labor cost volatility, improve service levels, and lower 
compliance risk. While the technology was maturing, leadership recognized that the 
primary risks were organizational, not technical. These included loss of managerial 
trust, employee resistance, and regulatory exposure. 

Establishing Governance and Executive Alignment 

Before deployment, executive leadership aligned on the case for change and 
governance model. Rising labor costs, inconsistent scheduling practices, and overtime 
violations were identified as material financial and compliance risks. A cross-functional 
executive coalition was formed, including the CIO, CHRO, operations leadership, and 
legal, to ensure shared accountability. Management communicated clear guardrails to 
the organization: the AI would operate within defined policy and compliance boundaries, 
decisions would be explainable, and human oversight would be maintained during initial 
phases. This step ensured the program had authority, legitimacy, and clear executive 
ownership. 

Managing Risk Through Controlled Deployment and Learning 

Given the uncertainty inherent in agentic AI, management adopted a phased rollout 
strategy. The system was piloted in limited regions and roles with defined success 



criteria tied to cost, service levels, and compliance. Regular reviews captured manager 
and employee feedback, and every AI decision included documented rationale. 
Oversight thresholds and approval requirements were adjusted as confidence 
increased. This approach allowed the organization to realize early value while actively 
managing reputational, operational, and regulatory risk. 

Driving Adoption and Sustained Business Value 

As the solution stabilized, leadership shifted focus to adoption and standardization. 
Managers received targeted guidance on how decisions would be made, when 
overrides were appropriate, and how accountability would be measured. Shadow 
processes were retired, expectations were reinforced through leadership 
communications, and adoption metrics were reviewed as part of operating performance. 
This ensured the AI became an embedded operating capability rather than a parallel or 
optional tool. 

Outcomes and Executive Relevance 

The program delivered measurable labor cost reductions, improved compliance 
consistency, and reduced administrative burden without degrading employee trust. 
Importantly, it established a repeatable model for introducing agentic AI responsibly. The 
combination of executive alignment, controlled learning, and disciplined adoption 
ensured value realization while protecting the organization’s risk profile. 

Why This Approach Matters 

This program succeeded because management treated change management as a 
governance and value realization discipline, not a supporting activity. Executive 
alignment mitigated strategic risk, controlled deployment managed uncertainty, and 
disciplined adoption ensured return on investment. This integrated approach provides a 
blueprint for future AI initiatives where technology decisions increasingly affect 
organizational behavior, accountability, and trust. 

 

Change Management Models at a Glance 

Kotter Leadership Driven Change 

Kotter is used to create urgency, alignment, and leadership commitment. It establishes 
a clear case for change, builds a guiding coalition, and anchors the transformation in 
executive behavior and organizational culture. Kotter is most effective at the start of 



large ERP, SaaS, or enterprise-wide initiatives where authority, direction, and 
momentum must be established before execution begins. 

Prosci ADKAR Adoption Model 

Prosci focuses on individual adoption and sustained behavior change. Through 
Awareness, Desire, Knowledge, Ability, and Reinforcement, it provides a structured way 
to diagnose where adoption is breaking down and to intervene with targeted actions. 
Prosci is most effective during implementation and post-go-live phases when systems 
are working but value depends on consistent use by managers and employees. 

Agile Change Principles 

Agile change supports environments where outcomes cannot be fully defined upfront, 
such as digital platforms and agentic AI solutions. It emphasizes iterative delivery, rapid 
feedback, transparency, and continuous adjustment. Agile change is most effective 
when organizations must learn safely, adapt quickly, and evolve operating models 
without losing trust or control. 
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