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Abstract. The traditional approach to information systems devel opment has proved to be too monoalithic for dealing with
highly complex, multidimensional, organisational change issues. In the traditional paradigm, little attempt is made in
under standing how the proposed system relates to other organisational components or the effect that the system will have
on the enterprise itself. This lack of knowledge ramifies throughout the system development process, making it difficult to
identify organisational needs and constraints, to determine viable system solutions, or to evaluate alternatives. This paper
puts forward an intentional framework whereby, intention based modelling provides the basis for both understanding and
supporting organisational change and helping the development of information systems supporting the organisation.
Application of the framework is demonstrated through the use of parts of a large industrial application concerning the re-
organisation of a European electricity company.

1. INTRODUCTION

Over the past decade, continuous challenges haare rhade to traditional business practices. Rapikeh@hanges such
as electronic commerce, deregulation, mergersatigdtion and increased competition have led tasaness environment
that is constantly evolving. These causal forcesifmst themselves in the need for on one hanidgration of both
business processes and support systems and orihérehand externalisation of business practices. At the same time
organisations also experience the effects of tbegration and evolution of information technologyhile information
systems continue to serve traditional business ieadh as co-ordination of production and enhanoemef services
offered, a new and important role has emerged nathelpotential for such systems to adopting a isig@y and strategic
support role. These developments offer opportuite changes to organisational structures andirtigovement of

business processes.

In order to remain competitive, enterprises havenbéorced into reactive patterns of change. In sachunstable
environment information system developers are ehgktd to develop systems that can meet the reqemtsnof modern
organisations.The paradigms of Business Process ReengineeringBaisihess Process Improvement contrast with
traditional information system development thatuleed on automating and supporting existing busipessesses [Guha,
et al 1993]. Now, enterprises should create -entiregw mvays of working to survive in a competitive @oviment. In this
context,enterprise knowledge modelling can help understanding the current business situglarzabek and Ling 1996] and
establishing a vision of what the future shouldike Therefore, modelling of enterprise knowledgedmes a pre-requisite

for system requirements elicitation and system kbgwveent [Barrett 1994].
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The term ‘enterprise knowledge modelling’ refers aocollection of conceptual modelling techniques di@scribing
different facets of therganisational domain including operational (business processes, strestand work roles, flow of
information etc), and teleological (purposes) cdesitions [Bubenko 1994]. Existing enterprise kremlgle modelling
frameworks [Bubenko 1994; Dobsehal 1994; van Lamsweerda al 1995; Yu and Mylopoulos 1996], stress the need to
represent and structure enterprise knowledge. Hemnverery few approaches investigate the dynamiecspf knowledge
modelling; i.e., how enterprise knowledge modetsgenerated and evolve and how reasoning aboupeséeknowledge can
guide the change process. To this end, this paptr forward an intentional framework known as tHéDECMM*

approach. EKD-CMM is the confluence of two techigids: Enterprise Knowledge Modelling andProcess Guidance.

This work has been realised in the ELEKTRA projghich aims to discover generic knowledge about ghananagement
in the electricity supply sector for reusing itdimilar settings. Two end-user applications havenbeonsidered within the
project (the first one for ‘distribution restrudtugy’ and the other one for ‘human resource managéndhe common
theme underpinning their requirements is their needeal with change in a controlled way which vebldad to an

evaluation of alternative options of possible meanseet the objectives for change.
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Figure 1. Enterprise modelling viewsin EKD-CMM

The EKD-CMM enterprise knowledge modelling compdnexpands on our earlier work [Kardasis and Loucty1998;
Kavakli and Loucopoulos 1998; Loucopoulos, Kavadtlial 1998; Nurcangt al 1998 ; Rolland, Groszt al 1998 ; Rolland,
Nurcanet al 1998], which recognises that it is advantageowextmine an enterprise from multiple perspectigeasshown
in figure 1, the inter-connected set of EKD-CMM &l describing an enterprise can be visualisediieet levels of
concern:Enterprise Goal Model, Enterprise Process Model andEnterprise Information System Model. The first two levels
focus onintentional aspects of the enterprise i.e., the organisational objectives and how theseogerationalised through
the co-operation of enterprise actors. The thinklleis used when the EKD-CMM approach is applieddéefine the
requirements for an information system. In thisecdbe focus is osystem aspects i.e., the computerised system that will

support the enterprise goals, processes and atgbned in the previous levels.

The term ‘process guidance’ concerns the procdksvied by change engineers in order to deal witfaarsational change
in the change management domain. Work on process guidance is based on the prauedslling paradigm in the software

engineering field [Curtis, Kellnegt al 1992; Dowson 1994; Lonchamp 1993]. Research m dhgéa mainly focuses on

! The term EKD-CMM stands for Enterprise Knowledger&lepment-Change Management Method
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prescriptive models that enforce rules and behavioural patteshich, if followed, would lead to the desired pess
performance. Process enforcement tries to enswggeeific sequence of tasks during the process. Meweue to its
social, creative nature organisational change dabadfully prescribed. To this end, process guiéadoes not dictate
which task should be performed next, but providesteof applicable tasks that can be dynamicalgcsed depending on
the enactment context of the process [Grosz, Rblkiral 1997; Pohl 1996; Rolland, Groszal 1998; Rolland and Plihon
1996 ; Rolland, Nurcad al 1997a ; Rolland, Nurcagt al 1997b]. Process support in EKD-CMM is based onntbigon of a
methodology road map. This road map contains a panel of method-speiifations as well as associatesttategies for
achieving these intentions. The map is a navigatistructure which supports dynamic selection @f ititention to be

achieved as well as the appropriate satisfyindegyethus, providing a flexible tool for guidingantige processes.

This paper is organised as follows. Section 2 dhioes the intentional framework for modelling origational change. The
framework comprises of a set of modelling composiémt describing intentional enterprise knowledagywell as a number
of intentional strategies for reasoning about gmtee knowledge when managing organisational ch&®egtion 3 discusses
methodological issues in using the intentional fawrk and demonstrates one such approach wittsthefian industrial case

study. Section 4 concludes the paper with a sebsérvations on our experiences with the use cipipeoach.

2. AFRAMEWORK FOR THE INTENTION BASED MODELLING OF ORGANISATIONAL CHANGE
2.1. Overview

EKD-CMM is a systematic approach to developing almtumenting enterprise knowledge, helping orgaicisatto
consciously develop schemes for implementing changehich do not necessarily concern the developnant
computerised systems. Indeed, the decision to dpvelsoftware system forms part of terived solutionthat meets
stakeholder needs. Organisational change conchengransition from an initiaAs-Is organisation situation, which is
unsatisfactory in some aspect, to a desifedBe situation where the problem is treated. Both theirE state and the
possible change routes that can be followed tohréas state have to be specified. To this endamisgtional stakeholders
develop hypotheses (termedenarios) as to the nature of the desired solution. Scenfmimulation is based on the
systematic specification ofhange goals and their causal relationships on the basis of:c(arent state goals, (b)
stakeholder intentions and (c) contextual forcdse onfluence of these three components resulisset of change goals
which are presented inchange goal model. This model is subsequently utilised for the défin of alternative scenarios.
The appropriateness of a proposed scenario mayndepe a number of criteria (termeslaluation goals), such as
implementation costs, efficacy of proposed transformation, etc. Such criteria cafye known in advance but need to be
defined within the context of the particular chaagelication. Therefore, it is possible to makedfstinction between four
types ofenterprise knowledge models with respect to organisational change, namely:

1. knowledge about thexisting enterprise goals and how they are achieved through the currentpmte behaviour4s-
Is model);

2. knowledge about the desired enterprise situatien, future enterprise goals and how they are achieved by the re-
engineered enterprise behaviolio-Be model);

3. knowledge about the stakeholdetkange goals and how they can be satisfied in terms of altévreathange scenarios
(Change-Process model); and

4. knowledge about the stakeholdeesaluation goals with respect to the appropriateness of alternaisenarios for
change Evaluation model);



These four types of intentional knowledge correshtimfour distinct states within the organisatioohange ‘life-cycle’:
(1) theAs-Is state; (2) théTo-Be state; (3) thalternative scenarios for change determined state; and (4) thelternative
scenarios evaluated and one selected state. Thus, managing organisational change in-EKIM is seen as the systematic
progression through the four change states. Thagression is based on reasoning about the fours tgbeintentional
knowledge. However, EKD-CMM does not prescribe igium way-of-working in order to reach the four cpastates, rather it
suggests a number of alternative ways-of-workirtggrated by the use of: () a common set of corscémt describing
intentional knowledge regarding the four chang¢esta.e., the EKD-CMM organisational ontology @ated in section
2.2) and, (ii) a methodology road-map and assatigigidelines for assisting user navigation withire tspace of the

possible routes to reach the four change statesdpted in section 2.3).

2.2. The EKD-CMM Organisational Ontology

Modelling organisational change in EKD-CMM is ached through the modelling ahterprise goals that determine the
enterprise strategy and tketerprise processes that collaboratively operationalise these goag® (Bgure 1). In particular,
the EKD-CMM enterprise goal model uses a ‘netwarkgoals to express the causal structure of arrpnige, in terms of
the ends-means relations from the ‘intentional’ objectives thabntrol and govern the system operation to the &ctua
‘physical’ enterprise processes available for adhig these objectives and the enterprise systems ghpport these
processes. The EKD-CMM enterprise process modetsepts the behavioural aspects of an organisititerms of the
roles that are played by enterprise actors in otdemneet the organisational goals, and the depeiekeibetween these
roles. Using the EKD-CMM ends-means links, changeriterprise goals (regarding for example, compahjgctives,
policy, general market condition) will propagate-own as reasons or requirements for re-organiiegenterprise
processes. On the other hand, changes in the physisis of the enterprise (e.g., technologicabades, improved ways

of working), will propagate bottom-up, indicatingw new operational conditions affect the organis®l objectives.

2.3. EKD-CMM Road map and Guidelines

As mentioned in section 2.1 there are several sotliat can be followed in order to reach the fdates required for
managing organisational change. Each route chaisetea specific way of working to solving the gesb at hand. Thus, a
route consists of a number of method-specific itbveis that have to be satisfied in order to solyadicular problem (i.e.,
reach a desired change state). These routes foaadamap. A road map is a process model in which a nonrdetestic
ordering of intentions and strategies has beemded. It is a labelled directed graph with intemi@s nodes and strategies
as edges between intentions. As shown in figueerlap consists of a numberse€tions each of which is a tripIectIzi, I,
53ij>- There are two distinct intentions callgthrt andStop respectively that represent the intentions ta stavigating in
the map and to stop doing so. We advocate thatgehanocesses are intention-oriented, i.e., at aognent, change
engineers act in order to fulfil aimtention. To take this characteristic into account the ro@ap identifies the set of
intentions that have to be achieved in order tevesthe problem at hand. There are two key inteationEKD-CMM,

namely 'Conceptualise Enterprise Process Model' and 'Elicit Enterprise Goal Structure’. '‘Conceptualise Enterprise

2 Intentions are imegular (I;)
3 Strategies are ibold (Sj;)



Process Model' refers to all activities required to construct reeeprise process model whereéBHcit Enterprise Goal

Structure’ refers to all those activities that are neededeatify enterprise goals and their relationships.
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Figure 3: The EKD-CM M road map

A strategy is an approach, a manner to achieve an interifibe.strategy, as part of the triplef; I;,S;;> characterises the
flow from I; to I and the wayL; can be achieved. Six strategies are used in tiiemag for organisational change, namely
Participative Analysis Strategy, Analyst Driven Strategy, Goal Abstraction Strategy, Goal Deployment
Strategy, Evaluation Strategy and Completeness Strategy.

The EKD-CMM road map is shown in figure 3. It cangathirteen sections connecting the four EKD-CMitentions. As
shown in figure 3, there might be several flowsnfra source intention to a target intention, eadmesponding to a
specific strategy. In this sense the map offeddti-thread flows. There might also be several strategies from diffe
intentions to reach an intention. In this sensentlag offeramulti-flow paths to achieve an intention. Finally, the map can
include reflexive flows. The road map isnavigational structure, i.e. it allows the change engineer to determimeute
from Start intention toStop intention. It contains a finite number of routeach of them prescribing a way to develop the
product, i.e. each of them is a process model. &fbex the map is aulti-model. It embodies several process models,
providing a multi-model view for modelling a clas$ processes. None of this finite set of modelseisommended ‘a
priori’. Instead the approach suggests a dynamistcoction of the actual path by navigating in tbad map. In this sense
the approach is sensitive to the specific situatias they arise in the process. The next intemtmhsatisfying strategy are
selected dynamically by the change engineer ambeagséveral possible ones offered by the road maplication of
selected strategies is facilitated by the usgualelines associated to each map section. A guideline pesvaddescription of

the process that should be followed by proces&jgants in order to carry out a particular strgteg

3. APPLICABILITY OF THE EKD-CMM FRAMEWORK IN ELECTRICITY DE-REGULATION

The work presented in this section is part of adugtrial application that concerns deregulatioradfirge European
electricity company, with particular focus on thenmpany’s Distribution unit, responsible for theidety of electricity to
consumers and the merchandising of electricityisesv This company has one of the biggest custdrases in Europe
with 6 million customers. It has an installed capaof 9500 MW and has 35000 employees. Curremtbperates as a total
monopoly (for production, transportation and dimition) and is owner of energy resources. Howeaaeanticipation of the

opening of the European electricity market, the gany needs to re-design its business structurerdar to increase its
5



competitiveness and retain its market share. Ehespecially critical in the Distribution unit, wehi is the interface of the
company with the final customer. The implicatiorigheese forces on this organisation is that angrref requires, prior to
designing new business processes and support iafiam systems, a clear understanding (and a shafnthis

understanding between many stakeholders) of thremuenterprise situation. However, within Disttilba there was a lack
of up-to-date documentation describing how busimpeesesses are currently being performed or what Wee objectives
that resulted in this way of operation. With thestfibution services having officially remained uaalged over a very long
period of time, corporate memory about the ratierfal the way that Distribution functioned, had béast. This situation

provided the context within which a particular wafyworking was adopted.
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Figure 4: A suggested route for change management

This way-of-working corresponds to one of the polesroutes accommodated in the EKD-CMM road maplgdahe
reverse analysis route). This route begins by discovering the aursdtuation before proceeding to defining the fues
transformation options. In terms of the EKD-CMM domap, this route is highlighted in figure 4 andailed in table 1. In

the remainder of this section we describe eacheofasks illustrated in figure 4 giving also a baecount of the results.

Table 1: Overview of suggested EKD-CM M route for managing change

| MS1 - | <Start, Conceptualise Enterprise Process Model, Analyst Driven Strategy>
Produces a description of current enterprise peases

| MS2 - <Conceptualise Enterprise Process Model, Elicit Enterprise Goal Structure, Goal Abstraction Strategy>
Abstracts the hierarchy of current enterprise gbval® current enterprise process descriptions.

| MS3 - <Elicit Enterprise Goal Structure, Elicit Enterprise Goal Structure, Participative Analysis Strategy>
Deliberates on existing problems as well as fuheeds thus, identifying future enterprise requinaisie

| M54 - <Elicit Enterprise Goal Structure, Elicit Enterprise Goal Structure, Goal Deployment Strategy>
Analyses the impact of future requirements on fleeanchy of current goals thus producing alterreaigenarios.

| MS5 - <Elicit Enterprise Goal Structure, Elicit Enterprise Goal Structure, Evaluation Strategy>
Evaluates alternative scenarios incorporated irctiaage goal hierarchy.

| MS6 - <Elicit Enterprise Goal Structure, Stop, Completeness Strategy>
Reverse analysis completed.

3.1. Discovering the As-Is state (map sectionsMS1, MS2)

As shown in figure 4, the first step in this rogtnstitutes the discovery of the existing orgaisal state (i.e., reaching
the As-Is state). This is performed in a descriptive manndrereby knowledge about the current organisatigoals is
abstracted from current practice. This was implegeeioy navigating the EKD-CMM road map followingetksections:
MS1-<Start, Conceptualise Enterprise Process Model, Analyst Driven Strategy> andMS2-<Conceptualise Enterprise

Business Process Model, Elicit Enterprise Goal Structure, Goal Abstraction Strategy>. Following the guidelines
6



encapsulated in the road map, first the conceghtidin of current enterprise processes was caougdy EKD-CMM
analysts, using a number of knowledge sources dirgduinterviews with business experts, completedstjonnaires,
domain literature, documentation of existing systeetc. The result was a set of models for over diEgness processes
documented in terms of Actor/Role Diagrams, Roléiity Diagrams, etc.. Second, the goals realisgdekisting
processes were abstracted from the process démsasighus, establishing the connection betweercthieent enterprise
purpose and behaviour [Kavakli and Loucopoulos 1998partial view of the overall Distribution godlierarchy is
graphically represented in figure 5. Leaf goalshis hierarchy are operational goals correspontiingpecific enterprise

processes. Higher-level goals were abstracted fhese operational goals based on their intentiaffiaities.
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Figure5: Current Distribution goal hierarchy

Figure 5 demonstrates how different processesatidy support the realisation of higher-level godor example, the
‘electricity supply application fulfilment' and the'failure restoration’ processes both (ultimately) support the enterprise
goal to'serve efficiently customer requests’. The two processes respond to different typegadiests and are serviced by
different Distribution departments; as such theyeh@een described as different processes by Disitilb personnel.
However, modelling of enterprise goals revealed thay both are components of the same macro-pspedsch deals

with customer servicing.
3.2. Identifying To-Be requirements (map section MS3)

Reaching theTo-Be state was conducted in a participative analysisagech as indicated in the map sectM&3-<Elicit
Enterprise Goal Structure, Elicit Enterprise Goal Structure, Participative Analysis Strategy>. This resulted in the
specification of both internal enterprise needwelt as external constraints that defined the fiemterprise requirements.
Future enterprise requirements establish the emgerpision in terms of where the enterprise widodse in the future. The
participative analysis strategy is based on thenja® that the future vision is not pre-existingtlie minds of business
analysts but needs to be formulated through deltbgr and negotiating with organisational stakebdd The benefits of
the approach lie in the face-to-faegloration of current problems and future needs with the afrdeveloping a shared
understanding of the issues involved. Identifyingufe Distribution requirements presented a nundfeproblems

stemming primarily from: (a) the uncertainty of tifgure situation, and (b) the different percepsicthat different



Distribution personnel had on the issues for change

In order to facilitate the acquisition of futuresiibution requirements, we employed a co-operaweroach which gave
the ability to participants to (a) loosely definedarationalise issues regarding the future sitmat{b) refine and categorise
future requirements, (c) prioritise requirementsotigh a variety of voting procedures, (d) analyserdependencies
between the requirements, (e) hinder dominant qipatints so that they did not adversely affect thieame. The whole
process was assisted by the use of Ventana Groign$® [Ventana-Corporation 1994] (see figure@pupSystems is
a suite of team-based decision software tools thate used for the identification, elaboration amdofution of
requirements. By engaging in such activities theigipants managed to agree on a number of critisales relating to the
future of Distribution. The identified requirementsre extensively discussed and rationalised iroegss that necessitated

several sessions involving both strategic and djpsia Distribution personnel.
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Figure 6: Refining future Distribution requirementswith GroupSystems

3.3. Modélling alter native scenarios for change (map section MS4)

Having discovered the existing enterprise situatow identified future requirements, the next stepur route was to
identify the effect of future requirements on tharent organisational structure thus providing aiddor a reasoned
approach for future improvement. This corresponttethe road map sectioMS4-<Elicit Enterprise Goal Structure,
Elicit Enterprise Goal Structure, Goal Deployment Strategy>, which suggests a goal deployment strategy
[Loucopoulos, Kavakligt al 1998]. Application of this strategy resulted ir identification of alternative change scenarios
indicating the type of organisational transformatinecessary for satisfying future requirementss theaching the

alternative scenarios for change determined state.

The goal deployment approach focuses on the amalyshe impact of future requirements on currerérorise goals. To
illustrate this, let us consider the future Digtibn requirementimprove customer services' highlighted in figure 6.
Servicing its customers is not a new goal for Misition. Indeed one of its current high-level gaalso 'serve efficiently

customer requests’. Thus, satisfycing othe future goal 'improve customer services' will impactthe way the current



goal'serve efficiently customer requests’ is realised. In particular, Distribution personigigntified two types of impact:
to improve/adapt the current way of realisation oritatroduce a new intelligent front desk. These two alterregiimprove
current practices' and 'introduce intelligent front desk’ are two alternative refinements of the future requirement
'improve customer services' and are thus, modelled as alternative brancheakenDistribution change process model
illustrated in figure 7. Each of these branchesotiran alternative change scenario namely, SceifA)idintroduce

intelligent front desk' and scenario (Bjmprove current practices'.
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servicing customer
electrification requests

Change Goals

Figure 7: The Distribution change process model

3.4. Evaluating alter native scenarios (map section MS5)

Selection of an optimal change option is carriedl thoough comparative evaluation of alternativensecms within the
change process model. Scenario evaluation in oute roorresponded to the map sectMs5-<Elicit Enterprise Goal
Structure, Elicit Enterprise Goal Structure, Evaluation Strategy>, which led to the last organisational statternative
scenarios evaluated and one selected. Reaching this state signified the end of the reveanalysis route as shown by

the final sectiorMS6-<Elicit Enterprise Goal Structure, Stop, Completeness Strategy>.

Comparative evaluation of alternative change sdéesan the Distribution case was performed in ceragive sessions
based on a number of evaluation goals identifie®isyribution personnel. During these sessions@pants were asked to
mark each scenario with respect to each evalugt@ahin a nominal scale froivery Low to Very High. Before the actual
voting, a discussion took place in order to clatifie meaning of evaluation goals. The result of ékaluation of the

scenario (A)'introduce intelligent front desk’, introduced in figure 7, is illustrated in figure 8.

There were a number of problems attributed to tleduation of alternative scenarios. First, theres wa single evaluation
goal for assessing change scenarios. In fact, ehaognarios had to satisfy a number of evaluat@aisgboth qualitative
and quantitative in nature includingst, product quality, balance of concerns, etc. Second, different evaluation goals
were not equally important. For example, there weages thaproduct quality was considered more important thaist
whilst there were situations that the opposite i@pplFinally, there was no clear relation betwedfeknt criteria. For

example, it was not possible to define haiduct quality weights twice as much asst, or thatproductivity of services is

9



twice as important as tifeasibility to deliver services in the given time frame. Thus, a scenario could get a high average
marking but still be unsuitable if it was givenawl mark with respect to evaluation goals of stratégportance for the
organisation. Ranking the evaluation goals witepeet to their relative importance proved to beass$istance. In
conclusion, both scenario evaluation as well aarjmetation of evaluation data was dependerdubjective judgement of

involved participants. Disagreement between stakengudgements was alleviated by the use of vatireggedures.

Scenario A: | Improve customer services by introducing intelligieant desk

Description: | The change will involve improvement of and where needed, redesign of service processes and supporting I'T
systems. The implementation comprises introducing customers profiling, minimising delay time to serve an
application, offering all means for payment, offering all services at customer premises, introducing all
available technologies to communicate with customers, introducing | T solutions for all services.

NA Very Low Low Average High Very High Total STD n
Evaluation Goals

©) @ @) (©) 4 ©)
Feasibility to deliver in 0 0 0 1 2 1 16 0.82 4
the given time frame
Added Value 0 0 0 1 2 1 16 0.82 4
Cost 0 0 0 3 0 1 14 1.00 4
Balance of concerns 0 0 0 1 2 1 16 0.82 4
Product Quality 0 0 0 2 1 1 15 0.96 4
Productivity 0 0 0 3 0 1 14 1.00 4
NA = Not Applicable STD = Standard Deviation n = number of papgants

Figure 8: Evaluation of Scenario A against evaluation goals

4. CONCLUSION

This paper reports on the use of an intentionanéwork for modelling organisational change. Current approaches
generally view change management &gpedown process. Such methods (e.g., BPR) assume thah#mge process starts
with a high level description of the business gdatchange. These descriptions constitute a Viesyract representation of
the future reality at the intentional level. Théial goals are put into more concrete forms dutimg process, progressively
arriving at the specification of the future systeeguirements that satisfy these goals. Other appesa(e.g., TQM)
advocate dottom-up orientation whereby the need for change is dise/¢hrough analysis of the current organisational
situation and reasoning about whether existingrassi structures satisfy the strategic interestcanderns of the involved
stakeholders. In the first case the goals for chaargprescribed in the sense that they do not explicitly link tieed for
change to the existing organisational context,erathey reflect how change is perceived from thategjic management
point of view or is codified in the organisatiomslicies and visions. Such goals do not alway®ctfteality [Anton 1996].
On the other hand, in bottom-up approaches goalsHange arelescribed i.e., they are discovered from an analysis of
actual processes. However, descriptive goals tenbtlet too constrained by current practice, which bana serious

drawback especially when business innovation iglsbgiPohl 1996].

This paper puts forward an iterative approach whetbe two views are integrated through the usa ftéxible framework
that can support alternative ways of managing dsgdional change. A major advantage of the propeggatoach is the
systematic way of dealing with change in termsenferprise knowledge modelling used with aprocess guidance
framework. Whilst the paper illustrates only onetef possible intention driven ways-of-working fifvange management,

we believe that the practical problems that we ggpeed during the Distribution application are apécific to the chosen
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route but highlight significant issues that affée application of a large number of knowledge niiodgstrategies. Indeed,
the application of thenalyst driven strategy has highlighted a number of issues that are spetf expert-driven
strategies regarding the partnership between mettratl business experts. In a similar way the apiicaof the
participative analysis strategy turned the attention into a number of complex ésswith respect to the application of
participative strategies such as stakeholder comemit and co-operation. Finally, the application tieé evaluation
strategy gave us useful insights in the complexities ofagtihg and interpreting evaluation data. Theseeishave been

used to revise and enhance the guidelines provigede EKD-CMM road map.

The benefits for the studied company for havingduge method presented in this paper are the foilpw(a) The

systematic and guided search for alternative manieeachieve a change goal, being either an impneng an extension

of an existing goal or the introduction of a go@swery positive. Indeed, it helped the stakehslt@envisage innovative

solutions ; (b) Because the goal deployment styatsgs as input thés-Is state, the stakeholders were able to point the

impacts of the change they proposed on the exigtingesses ; (c) Using the output of the goal depémt approach, the

change model process, the stakeholders were abbampout an informed evaluation of the alterratieenaria for change

to select the most appropriate one. The experigaited during this study has substantiated the pigWorward in section

2.3 that the route to be followed as well as itpliaption in a particular change project is veryamuwependent on the

enactment context of the project. Indeed the seleaif the reverse analysis route was influencedh®y uncertainty

regarding both the current Distribution situatiordats possible re-organisation alternatives. Maeeepapplication of the

specific strategies forming this route was greaffgcted by a number of situational factors inahgdi

1. organisational culture, e.g., organisational actors that were not usedaiking in groups in a participative way, felt
awkward in such a situation and found it difficidtcontribute as intended,;

2. ability to commit resources, e.g., the quality of the knowledge models largéépended in the participation of the
‘right’ people both in terms of business expertd erethod experts;

3. social skills and consensus attitudes of participating actors, e.g., conflicts between individuals and groupthinithe
project increased the complexity of the situation;

4. use of software tools to facilitate the process execution, e.g., the afsgroup support technologies in participative
sessions increased both productivity and the quallitesults obtained; and

5. familiarity with applied strategies and supporting technologies, understanding, among project participants, of the
capabilities and limitations of the strategies &mals applied was vital in order to make the bess af them and to
produce useful results.

The implication of these empirical observationshiat the change management process cannot bepfelbecribed. Even

when one follows a certain strategy the situatidaetors dominating the project may cause a nurtigeadaptations to this

strategy. This fact strengthens the position adeatchy the EKD-CMM road map that in order to supploe execution of

change processes flexible guidelines are moreastetan rigid rules. For example, the second epftin that takes place

in a Scandinavian country used a different routehef road map including some common strategiepaeticipative

modelling but completely excluding thenalyst driven. Thus, EKD-CMM provided a systematic, neverthefésdble, way

to organize and to guide the change managementesuited in the expression of reusable knowledder¢a to the

change management.
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