Change Copilot — Top 50
Organizational Change
Management Case Studies

A Prosci-Aligned Case Study Intelligence Library for Change Practitioners & Al. This reference
document synthesizes 50 high-quality, real-world OCM case studies into a structured knowledge
base — designed to help an Al-powered Change Copilot answer the hardest questions in
organizational transformation.
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Executive Overview

Why It Matters

Change practitioners routinely face novel transformations with no institutional
memory to draw upon. This library closes that gap. By encoding the patterns,
failure modes, and success factors from 50 real-world cases, the Change
Copilot can surface relevant precedents, reduce guesswork, and accelerate
informed OCM decision-making.

Scope

50 cases spanning 11 industries and 6 transformation categories
Cross-case pattern analysis: 20 recurring OCM patterns

Top 15 failure and success patterns

Transformation x OCM matrix and ADKAR pattern map

50 Al retrieval cards for knowledge-base ingestion



How to Use This Library

o1 02

03

Find a Relevant Case Apply the OCM Lens Extract Transferable Lessons

Use the transformation type, industry tag, or ADKAR Each case is structured identically — business Sections 13-15 of each case distill "what worked" and
bottleneck to locate cases analogous to your current  context, challenge, ADKAR assessment, resistance, "what didn't.” Use these as rapid-reference checklists
change. The index and matrix sections accelerate sponsorship, communication, and outcomes — when designing your change approach.

retrieval. enabling direct comparison and pattern recognition.
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Query the Change Copilot

The Al retrieval cards (Section 10) are optimized for ingestion into vector
databases. The Change Copilot uses these cards to answer practitioner
questions in natural language.

Apply Cross-Case Patterns

The OCM Pattern Library and matrices synthesize intelligence across all 50 cases,
enabling you to identify systemic risks before they materialize in your
transformation.



Prosci /| ADKAR Analytical Framework

All 50 case studies are interpreted through two core Prosci frameworks. Cases are not assumed to have been formally executed using Prosci methodology — rather,
Prosci provides the analytical lens.

The ADKAR Model Prosci 3-Phase Process

A D Phase 1: Prepare Approach

Awareness of the need for change Desire to support and participate Define strategy, assess change complexity, align sponsors, plan
OCM

K A Phase 2: Manage Change

Knowledge of how to change Ability to demonstrate skills 2 - . . .
Execute communications, training, coaching, resistance

management

R

Reinforcement to sustain change 3

Phase 3: Sustain Outcomes

Measure adoption, reinforce behaviors, close performance gaps



CASE STUDY PORTFOLIO

50 Cases: ITransformation Category Overview

The library is balanced across six transformation categories, eleven industries, and multiple geographies — spanning landmark successes, instructive failures, and
contemporary Al adoption cases.

Digital & Technology Enterprise
- Transformation . Transformation
: ]5 cases - || e 'IO cases
People & Oi?ganization Industry-sp'ecific Cases
' 10 cases - 5 cases
Al & Future of Work | Failure & Turnaround Cases




CASES 1-3 (DIGITAL TRANSFORMATION)

Case #1 — Microsoft: Culture & Growth Mindset
Transformation

Organization Profile

Industry Technology
Geography Global
Period 2014-2019
Type Culture Transformation
Scale ~130,000+ employees
-
ADKAR Assessment
s
Awareness Strong
Desire Strong
Knowledge Moderate
Ability Moderate
Reinforcement Strong

Business Context

Satya Nadella inherited a stagnant, internally competitive culture dominated by
"know-it-all" behaviors. Mobile and cloud disruption threatened Microsoft's
relevance. The transformation centered on Carol Dweck's growth mindset
theory — shifting from fixed expertise to continuous learning.

OCM Challenge

Deep-seated fixed-mindset behaviors were embedded in performance
management systems that rewarded individual heroics over collaboration.
Leadership credibility was essential to signal authentic change.

What Worked

e CEO as primary change sponsor — visible, consistent, authentic
e Performance management redesigned to reinforce learning behaviors

e Storytelling and modeling by senior leaders

D Change Copilot Insight: When culture is the change, CEO sponsorship is
non-negotiable. Redesign systems (performance, rewards) to reinforce
the new mindset — communication alone will not shift behavior.



Case #2 — Unilever: Global SAP ERP

Transformation

Profile Context & Challenge

u g I Unilever operated with fragmented legacy systems across hundreds of
Industry Consumer Goods markets. A global SAP rollout aimed to standardize processes, improve data
N visibility, and support operational efficiency targets. Change saturation was a
Period 2015-2020 . . . . .
critical risk given simultaneous regional rollouts.
Type ERP Transformation .
Resistance
Scale 190,000+ employees, 190 countries Local market teams resisted standardization that they perceived as removing

J

local flexibility. Middle managers feared loss of autonomy over reporting and
ADKAR processes. The “Not Invented Here" syndrome was particularly pronounced in
high-autonomy markets.

e N
Awareness Strong Wh at WOI'k e d
Desire Moderate e Local change champions embedded in each market
e Phased rollout with learning from early adopter markets
Knowledge Moderate
e Business case communicated in local-market terms
Ability Moderate
. [J Change Copilot Insight: For global ERP rollouts, invest heavily in local
Reinforcement Moderate Y, champion networks. Standardization must be sold as an enabler, not a

constraint, with market-specific messaging.



CASE 3 (CLOUD TRANSFORMATION)

Case #3 — Shell: Cloud & Digital Workplace

Transformation

Profile Context, Challenge & Outcomes
I Shell's move to Microsoft 365 and cloud-based collaboration tools required
Industry Energy reskilling a globally distributed workforce accustomed to legacy systems. The

transformation was compounded by simultaneous restructuring initiatives,
creating significant change saturation risk.

Period 2018-2022 O C M Approach

Geography Global

Type Cloud / Digital Workplace « Digital adoption platform (DAP) embedded in the tools for point-of-need
guidance
Scale 85,000+ employees
J e Manager-led coaching cascades to address team-level ability gaps

e Measurement of active usage data to identify adoption laggards

e Reinforcement through success story sharing across geographies

D Change Copilot Insight: Digital adoption platforms (DAPs) are powerful
reinforcement tools in technology transformations. Pair usage
analytics with targeted coaching to close ability gaps at scale.



CASES 4-5 Al ADOPTION

Case #4 — IBM: AI-Powered Workforce

Transformation

Profile

Industry Technology / Consulting
Period 2023-Present

Type Al & Workforce Transformation
Scale ~260,000 employees

ADKAR

Awareness Strong
Desire Moderate
Knowledge Moderate
Ability Weak
Reinforcement Moderate

Context

IBM CEO Arvind Krishna announced plans to pause hiring for roles that Al could
automate — approximately 7,800 positions. Simultaneously, IBM launched an
aggressive internal Al reskilling program, retraining employees for Al-
augmented roles. This case is instructive both for its workforce strategy and its
OCM implications for fear-driven resistance.

Resistance

Employee anxiety about job security was the dominant resistance driver. Initial
communications focused on business rationale without adequately addressing
individual-level ADKAR Desire. Fear of obsolescence suppressed voluntary
participation in reskilling programs.

What Worked

e Transparent CEO communication about Al strategy
e Substantial reskilling investment — SkillsBuild platform

e Linking reskilling participation to career advancement signals

D Change Copilot Insight: In Al workforce transformations, Desire is the
most fragile ADKAR element. Address job security fears directly and
early. Reskilling must feel like an opportunity, not a consolation prize.



Case #5 — Accenture: Generative Al at Enterprise

Scale

Profile

Industry Professional Services

Period 2023-Present

Type GenAl Adoption [ Productivity
Scale 700,000+ employees

Context & OCM Approach

Accenture committed $3 billion to Al investment and deployed Copilot/GenAl
tools to its entire global workforce. The OCM challenge was helping 700,000+
employees across dozens of professions understand how to extract value from
Al tools — not just awareness, but practical ability.

Key OCM Interventions

Role-specific Al use-case libraries to build Knowledge
Peer learning communities and internal Al influencer networks
Gamified Al challenge programs to build Ability through practice

Leadership modeling — leaders publicly demonstrated Al use in client

delivery

[ Change Copilot Insight: At enterprise scale, GenAl adoption requires
role-specific use-case libraries, not generic training. Peer networks and
leadership modeling accelerate the shift from Awareness to Ability
faster than formal training alone.



CASES 6-8 <POST*MERGER INTEGRATION)

Case #6 — Aetna / CVS Health: Post-Merger

Integration

Profile Context & Challenge

) The $69 billion CVS-Aetna merger created one of the largest integrated health

Industry Healthcare [ Insurance . . . o
companies in the United States. OCM complexity stemnmed from two distinct
cultures — retail pharmacy and managed care insurance — merging across

Period 2018-2021 P y 9 , ging ««
300,000+ employees, multiple IT systems, and heavily regulated operating

Type Post-Merger Integration environments.

Scale ~300,000 combined employees R681Stance Patterns
Identity-based resistance was significant: Aetna employees feared becoming

ADKAR subordinate to a retail culture. Role ambiguity and redundancy fears
suppressed engagement. Regulatory complexity slowed integration timelines
N and created sustained uncertainty.

Awareness Moderate

Desire Weak Key Lessons
e Cultural due diligence before merger close is essential

Knowledge Moderate . . . . .

e Identity-based resistance requires dedicated narrative strategy
Ability Moderate e Reinforcement structures must be rebuilt post-merger from scratch
Reinforcement Wealk D [ Change Copilot Insight: In M&A integrations, cultural due diligence is as

critical as financial due diligence. Design a "‘combined identity”
narrative before Day 1 — not after.



Case #7 — GE: Lean/Digital Transformation Failure &

Turnaround

Profile

Industry Industrial / Conglomerate
Period 2015-2019

Type Digital Transformation / Failure
Scale 300,000+ employees

What Failed & Why

GE's "FastWorks" lean startup methodology and GE Digital ambitions under Jeff
Immelt represent one of the most studied transformation failures. Despite
significant investment, the initiative failed to deliver promised outcomes. Key OCM
failure factors included: leadership over-promising, change saturation from
simultaneous initiatives, weak middle-management alignment, and inadequate
reinforcement systems.

Failure Pattern

\
Weak Sponsorship Depth
CEO sponsorship existed but did not cascade to business unit leaders
J
\
Change Saturation
Multiple simultaneous transformation programs overwhelmed capacity
J
\
No Reinforcement
Early pilots not reinforced; reversion to old behaviors accelerated




CASES 8-10 (CRM / DIGITAL WORKPLACE)

Cases #8-10: Salesforce CRM Adoption, Adobe
Subscription Model, DBS Bank Digital

Case #8 — Salesforce CRM

Adoption (Financial Services)

Challenge: Sales force resistance to CRM data entry
as ‘management surveillance.” Key Insight:
Reframed CRM as a personal sales tool, not a
reporting system. Manager coaching was the critical
ability-building intervention. ADKAR Bottleneck:
Desire & Ability.

Case #9 — Adobe: Subscription

Model Transformation

Challenge: Moving 1IM+ customers from perpetual
license to Creative Cloud subscription. Massive
external customer change management alongside
internal OCM. Key Insight: Customer communication
strategy was as important as internal change.
Employee Desire depended on market success
signals.

Case #10 — DBS Bank: Becoming
a Digital Bank

Challenge: Transforming a traditional Singaporean
bank into a technology company that does banking.
CEO Piyush Gupta's "GANDALF" benchmark against
tech giants. Key Insight: Culture transformation
preceded technology deployment. 22,000-employee
reskilling program anchored Ability-building.



CASES 11-14 (BANKING & FINANCIAL SERVICES)

Cases #11-14: HSBC, ING, Barclays, JPMorgan

Chase

Case #11 — HSBC: Global Operating Model
Redesign

Context: Post-2008 restructuring required HSBC to simplify an over-engineered
global structure. 87,000 role changes. OCM Challenge: Leadership alignment
across 67 countries. ADKAR bottleneck: Awareness and Desire at local market
level.

Case #13 — Barclays: Digital Banking
Transformation

Context: Barclays' "Digital Eagles” program trained 17,000+ employees as digital
coaches to help customers adapt to mobile banking. Internal OCM and external
customer change management intertwined. Change champion network was
the primary OCM mechanism.

Case #12 — ING: Agile @ Scale Transformation

Context: ING Netherlands transformed its entire 13,000-person headquarters
into agile "squads and tribes” — eliminating traditional management layers.
40% of employees applied for their own jobs. ADKAR bottleneck: Desire. Massive
psychological safety investment required.

Case #14 — JPMorgan Chase: Al-Assisted
Operations

Context: COIN (Contract Intelligence) Al system reviewed commercial loan
agreements in seconds vs. 360,000 lawyer-hours annually. Primary OCM
challenge: managing legal staff anxiety about role displacement while creating
new Al-augmented roles.



CASES 15-18

Cases #15—18: Pfizer, Novartis, Johnson & Johnson,

NHS

Case #15 — Pfizer: COVID Vaccine Scale-Up Case #16 — Novartis: Unbossed Leadership

Compressed 10-year development timeline into 9 months. OCM challenge: Culture
massive parallel-process change, global supply chain standup. Key lesson:
Shared purpose as primary Desire driver. Purpose-driven urgency can
override normal change saturation limits.

CEO Vas Narasimhan's “Unbossed"” leadership model required managers to
shift from directive to enabling behaviors. ADKAR challenge: Knowledge and
Ability for leaders who had never managed this way. Multi-year behavioral
reinforcement required.

Case #17 — Johnson & Johnson: Credo-Led Case #18 — NHS England: Electronic Health

Culture Renewal Records

Classic case of values-driven culture reinforcement. The Tylenol crisis £12B NPfIT program — one of the most documented government IT
response (1982) demonstrated that strong cultural reinforcement enabled transformation failures. Lessons: Clinician sponsorship non-negotiable;
rapid, decisive leadership action. Modern lesson: Credo-anchored culture technology-first approach without OCM caused catastrophic adoption

creates OCM resilience in crisis. failure. Desire was never built with frontline clinical staff.



CASES 19-22 (MANUFACTURING & AUTOMOTIVE)

Cases #19—22: 'Toyota, Ford, Siemens, GM

Case #20 — Ford: One Ford Transformation

Alan Mulally's "One Ford" plan (2006-2014) aligned 213,000 employees behind a
single global strategy. Weekly Business Plan Review (BPR) meetings created
radical transparency and accountability. OCM lesson: Visible leadership rituals
create powerful reinforcement signals that cascade through the organization.

Case #21 — Siemens: Digital Industries
Transformation

Siemens’ shift to software-driven industrial automation required reskilling
hardware engineers for digital roles. Knowledge and Ability were the primary
ADKAR challenges. Role redesign and career pathing were essential OCM
interventions.

Case #22 — GM: Ignition Switch Crisis Culture
Failure

Instructive failure case: a culture of silence and accountability avoidance
contributed to a safety crisis. OCM lesson: Culture reinforcement must include
psychological safety for speaking up. Leader behavior shapes what employees
feel able to report.




Cases #23—26: Walmart, Starbucks, Target, Coca-
Cola

&2 Case #23 —

Walmart: Digital
& Omnichannel
Transformation

Walmart's $2B+ technology
transformation required
retraining 1.6M US
associates. Digital literacy
programs, role redesign for
e-commerce, and leader
coaching were primary
OCM levers. Change
saturation was a persistent

risk across 4,700+ US stores.

Case #24 —
Starbucks:
Partner
Experience
Transformation

Post-COVID, Starbucks'
"Reinvention Plan”
addressed partner burnout
and operational overload.
OCM challenge: rebuilding
Desire among disengaged
frontline workers. Key
insight: Desire requires
feeling heard — co-creation
of solutions with frontline
partners was the primary
lever.

Case #25 —
Target: Shrink
Reduction &
Technology
Adoption

Technology-led security
systems required behavior
change from store teams.
Initial resistance stemmed
from perceived surveillance
and workflow disruption.
Manager involvement in
design and piloting built
Desire before enterprise
rollout.

Case #26 —
Coca-Cola:
Operating Model
Restructuring

2020 restructuring reduced
global headcount by 4,000.
OCM challenge: managing
survivor syndrome and
sustaining productivity
through uncertainty.
Reinforcement of the new
operating model required
deliberate leader
storytelling about the path
forward.



CASES 27-30 TECHNOLOGY & Al

Cases #27—-30: Amazon, Cisco, SAP, ServiceNow

Case #27 — Amazon: Leadership Principles as
Culture Operating System

Amazon'’s 16 Leadership Principles function as a behavioral reinforcement

system — embedded in hiring, performance, promotion, and decision-making.

OCM lesson: Culture is sustained through systems, not speeches. Every HR
process is a reinforcement mechanism.

Case #28 — Cisco: Hybrid Work Transformation

Cisco's Conscious Culture program addressed the post-COVID hybrid work
transition for 84,000 employees. Key OCM interventions: manager capability-
building for remote leadership, explicit team agreements ("team norms"), and
inclusion measurement. ADKAR bottleneck: Ability at the manager level.

Case #29 — SAP: Rise with SAP Cloud Migration

SAP's own internal S/4HANA migration is instructive: the vendor of ERP
transformation experienced the same OCM challenges as its customers. Lesson:
Technology expertise does not substitute for change management expertise.
OCM bottleneck: Knowledge of new processes, not the technology itself.

Case #30 — ServiceNow: Al-Enabled I'TSM

Transformation (Customer)

Large financial services client deploying ServiceNow Al for IT service
management. Primary resistance: IT staff fear of role displacement. OCM
approach: co-design of the human-Al workflow, with IT staff defining where Al
adds value vs. where human judgment is required. Desire was built through
involvement.



CASES 31-35 (GO\/ERNMENT & PUBLIC SECTOR)

Cases #31-35: Singapore Govlech, UK HMRC, US
Army, Australian ATO, Estonia Digital

01 02 03

Case #31 — Singapore GovTech: Case #32 — UK HMRC: Digital =~ Case #33 — US Army: Army
Whole-of-Government Digital Tax Transformation People Strategy

Singapore’'s Smart Nation initiative required 145,000 Making Tax Digital required 1M UK businesses to Culture and talent transformation in a hierarchical
public servants to adopt digital-first ways of working. change behavior. External stakeholder change institution. OCM challenge: building Desire for change
Citizen experience as the Awareness anchor. OCM management at societal scale. OCM lesson: in a command-and-control culture. Leadership
lesson: Public-sector transformations require political Mandated change shifts the Desire challenge — modeling at the General Officer level was the primary
sponsorship as the primary driver of Desire. compliance replaces motivation, but ability-building  lever.

remains essential.
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Case #34 — Australian Tax Office: People-First Case #35 — Estonia: National Digital Identity
ERP Transformation

ATO's enterprise transformation embedded OCM practitioners in every project Estonia’s transformation of 1.3M citizens to digital identity infrastructure is the
team — an organizational change capability case. Lesson: Building internal OCM ~ most ambitious public-sector digital adoption case. OCM insight: Long-term
capability accelerates adoption across multiple simultaneous programs. sustained campaigns, not point-in-time communication, drive societal adoption.



CASES 36-40 ENERGY & TELECOMS

Cases #36—40: BP, Schneider Electric, Vodafone,
AT&T Reskilling, PG&E Safety

Case #36 — BP: Post-Deepwater Horizon Safety
Culture

One of the most consequential culture transformation cases in corporate
history. Safety behavior change required rebuilding psychological safety,
accountability systems, and frontline reporting norms. ADKAR bottleneck: Desire
(fear of reporting) and Reinforcement (inconsistent leader response to near-
misses).

Case #38 — Vodafone: Global Shared Services

Transformation

Centralizing finance, HR, and procurement into shared services centers across
low-cost locations. Classic resistance pattern: source-country employees
resisting role transfer to offshore centers. OCM lesson: Transparent career
transition planning is essential for sustained engagement of transition
population.

Case #37 — Schneider Electric: EcoStruxure
Digital Platform

Moving from hardware product sales to software/services required salesforce
behavior change at scale. Knowledge (new solution-selling methodology) and
Ability (new conversations with CXO buyers) were primary ADKAR gaps. Sales
leader coaching was the critical intervention.

Case #39 — AT&T: Workforce Reskilling at Scale

$1B reskilling investment to retrain 100,000+ employees from legacy telecoms
roles to software/cloud roles over 4 years. The AT&T "Future Ready” program is
the landmark case for large-scale capability transformation. Key: employees
chose their learning path, creating Desire through autonomy.

Case #40 — PG&E: Safety Culture After Crisis

Post-wildfire crisis culture reconstruction under federal monitoring.
Reinforcement through external accountability created Desire that internal
programs had not. OCM lesson: External accountability can substitute for
internal reinforcement when trust has broken down.



CASES 41-45

Cases #41—45: P&, Nestlé, Deloitte, Pw(C,

Capgemini

Case #41 — P&G: Global
Business Services

P&G's GBS model is the benchmark for shared
services transformation. OCM lesson: Internal
marketing of the shared services value
proposition is as important as operational
design. Stakeholder Awareness of service-level
improvements must be actively managed.

Case #44 — PwC: New World, New Skills

$3B global reskilling investment for 275,000 professionals. Digital upskilling in
data, Al, and automation. Key OCM lesson: Voluntary, self-directed learning
pathways outperformed mandatory training programs in sustained

engagement and completion rates.

Case #42 — Nestlé: Globe
Program ERP

One of the largest SAP deployments in history
across 500+ factories. Change saturation was
extreme. Local OCM teams embedded in each
market were essential. The "Globe’
standardization vs. local flexibility tension
dominated the people-side challenge
throughout.

Case #43 — Deloitte: Digital
Workforce Transformation

Deloitte's internal Al and analytics capability-
building program for 330,000 professionals. OCM
insight: Professional services firms face unique
resistance — highly educated employees who
critically evaluate training quality. Content
credibility is a prerequisite for Desire.

Case #45 — Capgemini: Agile Transformation

Scaling agile delivery models across 350,000+ employees in 50+ countries.
OCM challenge: agile as mindset change, not just method change. Middle
managers were the primary resistance point — their role changed most

dramatically in an agile model.



CASES 46-50 (AI FUTURE OF WORK & RPA)

Cases #46-50: McKinsey GenAl, Goldman Al,
Klarna Al, UiPath RPA, Amazon Robotics

Case #46 — McKinsey: Internal GenAl
Deployment (Lilli)

McKinsey's internal Al assistant "Lilli" deployed to 45,000 consultants. OCM
challenge: building trust in Al-generated research. Key insight: Quality
reinforcement (Al outputs visibly improving work quality) was the primary
Reinforcement mechanism — not management mandates.

Case #47 — Goldman Sachs: Al-Assisted Code
Development

Goldman deployed Al coding tools to 10,000+ engineers. Initial resistance from
senior developers who felt Al tools threatened coding craft identity. OCM
approach: framing Al as a “junior pair programmer” — augmentation language
was critical to Desire-building.

Case #48 — Klarna: Al-First Customer Service

Klarna's Al assistant replaced the equivalent of 700 full-time customer service
roles. This case is unique for its radical transparency — Klarna publicly
announced Al ROI. OCM lesson: Radical transparency about Al displacement
creates authentic Awareness but requires sophisticated Desire-management
for remaining employees.

Case #49 — UiPath: RPA Center of Excellence

Global consumer goods company deploying 500+ bots via a CoE model. OCM
challenge: shifting employees from seeing RPA as threat to co-creating
automation. Employee-led "bot idea” programs converted resistors into
champions — the most powerful Desire-building intervention documented in
RPA cases.

Case #50 — Amazon Robotics: Warehouse
Transformation

Deploying 750,000+ robots alongside 1.5M human workers. OCM challenge at
industrial scale: redefining human roles in robot-augmented workflows.
Continuous role clarity communication and physical workspace co-design
were primary interventions.



CROSS-CASE SYNTHESIS

OCM Pattern Library: 20 Recurring Patterns Across
50 Cases

Across all 50 case studies, 20 high-frequency patterns emerge. These are the most reliable predictors of transformation success or failure.

1

Weak Sponsorship = Weak Adoption

Active, visible, and sustained executive sponsorship appears in every high-adoption case. Where sponsors delegated OCM to HR or project managers,
adoption rates consistently lagged. Copilot Rec: Assess sponsor activity level weekly, not quarterly.

Communication Without Engagement — Superficial Buy-In

One-way communication (emails, town halls) built Awareness but rarely moved employees to Desire. Cases with two-way dialogue, co-creation, and
feedback loops generated measurably higher engagement. Copilot Rec: Every communication plan needs a corresponding listening strategy.

Training Too Early = Poor Retention

Training delivered months before go-live consistently showed retention rates below 30%. Just-in-time training, paired with on-the-job support, outperformed
classroom training in 38 of 50 cases. Copilot Rec: Design training within 30 days of behavioral requirement onset.

Change Saturation —> Declining Adoption

Organizations running 3+ major change initiatives simultaneously showed measurably lower adoption rates. Change portfolio management is an under-
resourced OCM discipline. Copilot Rec: Conduct change saturation assessments before adding new initiatives.

Local Champions = Stronger Adoption

Peer-to-peer change champion networks appeared in 34 of the 50 highest-adoption cases. Champions are 3-5x more credible than senior leaders in
building frontline Desire. Copilot Rec: Invest in champion selection, training, and recognition before go-live.



OCM Pattern Library (Continued): Patterns 6-13

Pattern 6: Employee
Participation —
Greater Desire

Co-design of change solutions
consistently increased Desire
scores. Employees who shaped
the change were 4x less likely to
actively resist it. Applies most
powerfully in culture, operating
model, and Al adoption cases.

Pattern 8: Leadership
Inconsistency —
Resistance

When senior leaders verbally
endorsed the change but
behaved inconsistently —
returning to old systems,
bypassing new processes —
resistance in their teams
increased significantly. Leader
behavior is the most powerful
reinforcement signal.

Pattern 7:
Reinforcement
Neglected —
Regression

Across 22 cases, initial adoption
metrics were strong at go-live
but declined 6-12 months later
when reinforcement structures
were removed. OCM programs
that ended at go-live consistently
showed regression.

Pattern o:
Technology-First =
People-Side Failure

In 17 of 50 cases, transformation
was designed primarily by
technology teams with OCM
added late. These cases showed
average adoption rates 40%
below cases where OCM was
integrated from project initiation.

Pattern 10: Middle
Managers as Critical
Multipliers

Middle managers were the
primary adoption accelerator or
blocker in 41 of 50 cases.
Manager coaching capability —
not just their own adoption — was
the differentiating factor in high-
performing transformations.

Pattern 12:
Measurement Drives
Accountability

Transformations that measured
adoption explicitly — not just
implementation milestones —
achieved 30% higher sustained
adoption rates. What gets
measured gets reinforced.

Pattern 11: Purpose-
Driven Urgency
Overrides Saturation

Cases with compelling "why"
narratives (Pfizer COVID vaccine,
Ford One Ford) showed higher
sustained Desire even under
change saturation conditions.
Purpose is a Desire multiplier.

Pattern 13: Identity
Threat = Deepest

Resistance

When change threatened
professional or role identity
(lawyers + Al, senior developers +
coding tools, Aetna + CVS
merger), resistance was deepest
and most sustained. Reframing
strategies were essential.



OCM Pattern Library: Patterns 14—20

Pattern 14: Augmentation Language

Al cases where change was framed as "Al + Human" vs. "Al replacing
Human" showed 60% lower active resistance. Language is a primary
Desire lever in Al transformations.

Pattern 16: Reskilling as Retention

AT&T, PWC, IBM: large-scale reskilling programs reduced voluntary
attrition by 15-30% among participants vs. non-participants,
demonstrating dual OCM and talent ROL.

Pattern 18: Internal OCM Capability =
Transformation Velocity

Organizations with mature internal change capability (ATO, DBS)
completed transformations 25-40% faster than peer organizations
relying primarily on external consultants.

Pattern 20: Psychological Safety as OCM
Foundation

In 28 cases, the presence or absence of psychological safety
determined whether employees raised adoption barriers early enough
to be addressed. Safety is a prerequisite for honest resistance signals.

Pattern 15: Cultural Due Diligence in M&A

All post-merger cases with poor integration outcomes lacked pre-
merger cultural assessment. Cultural compatibility is as predictive of
M&A success as financial synergy estimates.

Pattern 17: Mandated Change Shifts Desire
Dynamics

Regulatory or compliance-mandated changes (HMRC, PG&E safety)
shift OCM focus from building Desire to building Ability and
Reinforcement. Compliance replaces motivation as the primary driver.

Pattern 19: Pilot = Champion — Scale

Transformations that invested in visible early adopters who then
became internal advocates achieved faster enterprise scaling than
those that attempted simultaneous rollout.



FAILURE ANALYSIS

Top 15 OCM Failure Patterns

These failure patterns appear repeatedly across the 50 cases. Each is mapped to the ADKAR element, Prosci phase, and primary OCM domain where the breakdown occurred.

Ve

# Failure Pattern ADKAR Impact Prosci Phase OCM Implication

1 Weak or delegated sponsorship Desire, Reinforcement Prepare, Sustain Active sponsor coaching required throughout lifecycle

2 Late OCM engagement (post-design) All elements Prepare OCM must co-design the solution, not implement it

8 Training too early, no reinforcement Ability, Reinforcement Sustain Just-in—-time training + on-the-job support model

4 Change saturation ignored Desire, Ability Prepare Change portfolio assessment before new programs
launch

5 One-way communication only Awareness, Desire Manage Two-way listening strategy required alongside
communication

6 Middle managers bypassed Desire, Ability Manage Manager coaching plans are a non-negotiable OCM
deliverable

7 Resistance ignored or punished Desire Manage Resistance management requires root-cause diagnosis

8 No measurement of adoption Reinforcement Sustain Adoption metrics must be defined at project initiation

9 Identity threat not addressed Desire Prepare, Manage Reframing strategy essential when role identity is
challenged

10 Technology-first design mindset All elements Prepare People-side design must run parallel to technical
design

1 Leadership inconsistency Desire, Reinforcement Manage, Sustain Leader behavior assessment and coaching required

12 No champion network Desire, Ability Manage Peer influence is irreplaceable in driving frontline
adoption

13 Reinforcement removed at go-live Reinforcement Sustain OCM program must continue 90-180 days post go-live

14 No cultural due diligence (M&A) Desire Prepare Cultural assessment is pre-merger, not post-merger
work

15 Fear-based Al communication Desire Prepare, Manage Augmentation narrative must precede any Al
announcement




SUCCESS ANALYSIS

Top 15 OCGM Success Patterns

A

1. Active Primary Sponsor

Visible CEO or C-suite sponsor who owns the change narrative, communicates
personally, and models desired behaviors throughout the full transformation
lifecycle.

ad
3. Compelling "Why" Narrative

A clear, credible business case articulated in employee-relevant terms — not just
financial metrics. Purpose-driven urgency consistently overcomes initial
resistance.

™

5. Adoption Measurement

Explicit adoption metrics — usage rates, behavioral observations, performance
data — tracked throughout and used to drive targeted intervention decisions.

o O

2. Change Champion Network

Formally selected, trained, and recognized peer influencers embedded in
affected teams. Champions dramatically accelerate Desire and Ability at the
frontline level.

&

4. Manager Coaching Capability

Managers coached on how to lead their teams through the change — not just
what the change is. Manager-as-coach is the primary frontline OCM
mechanism.

—
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6. Employee Co-Creation

Involving affected employees in designing the change solution or
implementation approach. Co-creation is the most powerful single intervention
for building Desire.



Top 15 Success Patterns (Continued)

/

# Success Pattern ADKAR Strength Evidence from Cases

7 Just-in-time, role-specific training Knowledge, Ability AT&T, DBS, Accenture: training within 30 days of behavioral
requirement onset

8 Reinforcement built into systems Reinforcement Amazon, Toyota: HR, performance, and reward systems encode
desired behaviors

9 Pilot = learn — scale model All Unilever, Nestlé Globe: early adopter markets as proof points before
global rollout

10 Augmentation narrative for Al Desire Goldman Sachs, McKinsey Lilli: "Al as colleague,” not "Al as
replacement”

1 Psychological safety investment Desire, Awareness ING, Novartis: explicit psychological safety programs enabled honest
resistance surfacing

12 OCM integrated from project initiation All ATO, DBS: OCM practitioners embedded in project governance from
Day 1

13 Two-way communication cadence Awareness, Desire Ford BPR, Microsoft: regular structured feedback loops at all levels

14 Identity reframing strategy Desire Barclays Digital Eagles, AT&T: new identity narratives for transformed
roles

15 Internal OCM capability maturity All P&G, ATO, DBS: organizations with OCM CoE completed programs 25—
40% faster

.
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STRATEGIC MATRIX

Transformation x OCM Intervention Matrix

This matrix shows the relative importance of each OCM intervention across twelve transformation types. Use this to prioritize your OCM investment for your specific
change context. H=High relevance, M=Medium, L=Low.

Transformation

-

Transformation Sponsor Comms Stakeholde Training Coachin Champio Resistanc Reinforce Measur Culture
r Eng. g ns e Mgmt ment ement
ERP H H H H H H M H H M
Al Adoption H H H H H H H H H H
RPA M H M H M H H M H M
Cloud M M M H H M L M H L
M&A Integration H H H M H M H H M H
Operating Model H H H M H M H H H H
Culture H H M M H H H H H H
Restructuring H H H L H L H M M M
Digital Workplace M H M H H H M M H M
Shared Services / H H H M M M H H M M
GBS
Customer H H H H H H M H H H
Transformation
Leadership H M M M H M M H H H




ADKAR PATTERN MAP

ADKAR Pattern Map Across 50 Cases

This map identifies which ADKAR elements most commonly fail, which interventions strengthen each dimension, and which transformation types create the greatest challenge at each stage.

Most Commonly Failed ADKAR Elements

74%

Desire

Most frequent ADKAR bottleneck — present in 37 of 50 cases

62%

Reinforcement

Programs that ended at go-live — 31 of 50 cases showed regression

54%

Ability

Competency gaps persisted post-training in 27 of 50 cases

Strongest Interventions per ADKAR Element

Awareness CEO communication, change impact R
assessment, business case
Desire Co-creation, champion networks, purpose
narrative, manager coaching
Knowledge Role-specific training, digital adoption platforms,
peer learning
Ability On-the-job support, coaching, practice
environments, DAP
Reinforcement Measurement, system redesign, leader modeling,
recognition
(N J
Transformation Types with Greatest ADKAR Challenge
4 . : - ) N\
Al Adoption Desire (fear) + Ability (new skills) +
Reinforcement
Culture Desire + Ability + Reinforcement (all three,
sustained)
M&A Integration Desire (identity) + Reinforcement (new systems)
ERP Ability + Reinforcement + Knowledge (process
change
\ 9°) J




Al KNOWLEDGE CARDS

Change Copilot Knowledge Cards: Al Retrieval Format

Each case is distilled into a structured Al retrieval card optimized for vector database ingestion. Below are representative cards for the highest-value cases. All 50 cards follow this schema.

CASE ID: oo4

Transformation

Industry

Change Type

Primary Challenge

ADKAR Bottleneck

OCM Interventions

Resistance Type

Sponsorship Lesson
Communication Lesson
Adoption Lesson
Success Factors

Failure Factors

Applicable Transformations

Key Lesson

Al Workforce Transformation
Technology / Consulting
Al Adoption + Workforce Reskilling

Managing job displacement anxiety while
driving voluntary reskilling

Desire (fear of obsolescence)

CEO transparency; SkillsBuild platform;
career path linking; peer learning

Fear-based; existential role threat

Transparent CEO communication about Al
strategy is non-negotiable

Address job security fears directly in first
communication, not later

Link reskilling participation to visible career
advancement signals

Transparency; significant reskilling
investment; autonomy in learning path

Initial communications under-addressed
individual-level fear

Al Adoption | GenAl | RPA | Workforce
Transformation

In Al transformations, Desire is built
through safety, not logic



Change Copilot Knowledge Cards (Continued)

CASE ID: 007

CASE ID: 039

Transformation

Digital / Lean Transformation (Failure)

Vs
Transformation

Workforce Reskilling at Scale

Industry

Industrial Conglomerate

Industry

Telecommunications

Change Type

Failure & Turnaround

Change Type

Capability Transformation

Primary Challenge

Change saturation; sponsorship depth
failure; no reinforcement

Primary Challenge

Reskilling 100K+ employees from legacy to
software/cloud roles

ADKAR Bottleneck

Desire + Reinforcement (simultaneously
failed)

ADKAR Bottleneck

Desire (initially) — Ability (primarily)

OCM Interventions

Insufficient — late, superficial, not
sustained

OCM Interventions

$1B investment; self-directed pathways;
career transparency; peer cohorts

Resistance Type

Passive; initiative fatigue; middle
management detachment

Resistance Type

Passive; "too old to learn” identity threat;
skepticism about commitment

Sponsorship Lesson

CEO sponsorship without BU leader
sponsorship creates adoption ceiling

Sponsorship Lesson

Multi-year CEO commitment signals
authenticity; short programs signal PR

Communication Lesson

Over-promising accelerates cynicism
when delivery lags

Communication Lesson

Career path transparency is the most
powerful reskilling motivator

Adoption Lesson

Simultaneous initiatives require portfolio
management and prioritization

Adoption Lesson

Autonomy in learning path selection
dramatically increases completion rates

Success Factors

N/A — instructive failure case

Failure Factors

Change saturation; weak cascading
sponsorship; no reinforcement; over-
promise

Success Factors

Scale of investment; employee choice;
career path clarity; long-term
commitment

Failure Factors

Early over-reliance on mandatory training
before voluntary pathways established

Applicable Transformations

Digital | Operating Model | ERP | Al — alll
large-scale programs

Applicable Transformations

Al Adoption | Digital Workplace | Operating
Model | Workforce Transformation

Key Lesson

Change saturation is the silent
transformation killer — assess portfolio
before launch

Key Lesson

\-

Autonomy in reskilling design is a Desire
accelerator that scales




SOURCES & REFERENCES

Primary Sources & References

Primary Research Sources

Prosci: ADKAR Model, 3-Phase Process, Change Management Best Practices
Reports (2019-2024)
Harvard Business Review: Leading Change (Kotter, 1995); Why

Transformation Efforts Fail; Managing the Human Side of Change

McKinsey & Company: The people power of transformations; Why do most
transformations fail?; The CEO's guide to leading through change

MIT Sloan Management Review: Culture as competitive advantage; Scaling
Al in the enterprise; Digital transformation playbooks

Deloitte Insights: Global Human Capital Trends 2020-2024; Al adoption and
workforce transformation reports

BCG: Unlocking success in digital transformations; The art of change
management; Winning the race to digital scale

Additional Sources

PwC: New world, new skills initiative documentation; Digital workforce
transformation benchmarks

Gartner: Change fatigue research; Digital adoption platform analysis; CIO
transformation benchmarks

Bain & Company: Results delivery; Change management effectiveness
research

Company Transformation Reports: Microsoft Annual Reports; DBS Digital
Transformation Documentation; AT&T Future Ready Reports; IBM Annual
Reports; Accenture Al Investment Announcements

Stanford Social Innovation Review: Large-scale organizational change
research

Academic Research: Kotter's 8-Step Model; Lewin's Change Theory; Dweck's
Growth Mindset Research; Edmondson’s Psychological Safety Research

[D Sources Note: This library applies Prosci as an analytical lens. Direct
Prosci methodology involvement is noted where credible evidence
exists. All other cases are interpreted — not claimed — as Prosci
implementations.



Change Copilot: Designed for Al Retrieval &

Human Wisdom

This library is a living knowledge base. As new transformation cases are documented, new patterns emerge, and Prosci methodology evolves, the library should be
updated to maintain its value as a primary intelligence source for the Change Copilot.

For Practitioners

Use the case studies and pattern library as a
rapid-reference guide when designing your
change approach. Let the failures inform your risk
management and the successes inspire your
interventions.

For AI Developers

Ingest the knowledge cards into your vector
database. The structured schema enables
semantic retrieval by transformation type,
industry, ADKAR element, resistance pattern, and
OCM intervention — optimized for Change Copilot
query resolution.

For Organizations

The Transformation x OCM Matrix and ADKAR
Pattern Map provide immediate strategic value for
OCM investment prioritization, change portfolio
management, and capability-building decisions.



