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RISK MANAGEMENT OF ORGANIZATIONAL CHANGES IMPLEMENTATION
BASED ON THE PROJECT APPROACH METHODOLOGY

The need for constant implementation of organizational changes in the course of the enterprise demands the
development of new approaches to this process, among which the project approach takes special place.

The purpose of the study is to develop the basic principles of risk management of organizational change in accordance
with the methodology of the project approach.

The prerequisites for improving the functioning of the enterprise through the introduction of organizational change are
considered. The role of the methodology of the project approach as management of constant changes is defined. The essence of
risk and project risk is specified. The components of risk are considered: uncertainty, probability and consequence of influence. The
possibility of considering the sphere of resistance management to changes in the context of project risks is determined. The
essence of resistance to changes as a phenomenon in economics Is investigated. The key approaches to determining the nature of
resistance to change and its understanding as a negative risk in the context of project management are presented. The essence of
actions in the field of risk management in the project of organizational changes on separate processes is detailed. A description of
actions in the field of risk management in the project of organizational changes is given. A description of the risk manageme nt
strategy to prevent resistance to change during project implementation is presented: avoidance strategy involves changing the
project management plan so as to eliminate the threat of risk; transmission or transfer risk involves shifting the negative impact
and responsibility in case of occurrence for the third person; reducing the likelihood or impact of a negative risk event on a project
/s the next risk management strategy, risk acceptance implies that according to the identified risk no precautionary measures are
planned to reduce the probability of its occurrence or impact on the project, but appropriate alternative actions are planned, which
often require additional funding that should also be taken into account in the project budget. Peculiarities of calculating the impact
of risks on the project budget of organizational changes are determined. Factors that contribute to or counteract the success of
organizational change are considered. Prerequisites for assessing staff readiness for change are identified.

Keywords. project, project management, organizational changes, project risks, resistance to change, staff readiness for
change, project budget.

BJIACEHKO T. A.

XapKiBChbKHMH HalllOHAIBHUN TEXHIYHUI YHIBEPCUTET CLIbCHKOT0 rocrnojapersa imeHi [erpa Bacunenka

CTEITAHEHKO C. B.

XapKiBCbKUH TOProBeJIbHO-CKOHOMIYHUH IHCTUTYT KHIBCHKOTO HAlliOHAJIBHOTO TOPrOBEJIbHO-€KOHOMIYHOT'O YHIBEPCUTETY

YIPABJIIHHA PUBUKAMHU BIIPOBAI)KEHHS OPTAHI3AIIIMHUX 3MIH
HA OCHOBI IPOEKTHOI'O IIIAXOAY

HeobXigHICTb MOCTIIHOIO BIPOBAMKEHHS OpPraHi3aLiiHux 3MiH B Xo4i AIS/IbHOCTI IAMPUEMCTBA O6YMOBIIIOE 10TPEBY B
PO3PO6LII HOBUX ITiAX0AIB A0 LIbOIro rPOLIECY, CEPEL AKX OCOBIIMBE MICLIE 3aUMAE ITPOEKTHMA ITIAXIZ.

Meta AOC/KeHHS MoISrae B PO3PO6LII OCHOBHUX 3aCaf VIPAaB/IHHA PUMKAMU BIPOBAMIKEHHS OPraHi3auiviHnx 3MiH
BIAMOBIAHO 4O METOLO/IONTI MPOEKTHOIO I1i4X04Y.

Po3r719HYTi  1EPEYMOBU  BLAOCKOHA/IEHHS  IPOLECIB  QYHKLIOHYBAHHS  MAMPUEMCTBA  LLI/ISXOM  BIIPOBA/KEHHS
OpraHiz3aLiviimx 3MiH. BU3HaYeHo posib METOHOJIONT MPOEKTHOro MiAxXo4y Came AK YIpaB/liHHS MOCTIMHUMI 3MIHaAMWU. YTOYHEHO
CYTHICTb PU3MKY Ta MPOEKTHOIO PU3MKY. PO3ITISHYTO CKIAA0BI PUUKY: HEBUIHAYEHICTb, UMOBIPHICTB | HAC/TIOK BII/IMBY. BusHayeHa
MOX/IMBICTb PO3rJIS4Y CEPU Yripas/iHHSA OropPoM 3MIHAMU B PO3PI3I PU3MKIB MPOEKTY. LOCTAKEHO CYyTHICTb Oropy 3MiHaMm SK
DEHOMEHY B EKOHOMIYHIV Haylli. [IpEACTaB/ICHO KIOHOBI NIAX0AN [0 BU3HAYEHHS TPUPOAN Oropy 3MIHaM | MOro po3yMiHHS [K
HEraTUBHOIO PUNKY B KOHTEKCTI MPOEKTHOrO MEHEMXMEHTY. [leTani3oBaHo CyTHICTb AV B rasy3i yrpas/iiHHA PUUKaMU POEKTY
OpraHi3aLiviHux 3MIH 33 OKDEMUMM IPOLECaMU. HaAaHo Ormuc Aivi B rasy3i yripas/liHHSA PUUKaMU [IPOEKTY OPraHi3aLiviHux 3MiH.
lpeacrasneHo onuc CTparerii yrnpassliHHS pyunkamMu 4719 HELOIYLYEHHS Oropy 3MIHAM B X04i peasi3alii rnpoekTy: cTparterii
YXWIEHHS 1EPEAOAYAE 3MIHY /IaHY YIPAB/IHHS [IPOEKTOM TaKUM YUHOM, OO BUKIIOYUTH 3arPO3y BUHUKHEHHS DU3NKY, IEPEAAYE
abo TpaHcgep pusnKy rnepeabayac NeEPEKIGAEHHs HEraTuBHOIro BI/IMBY @ TaKoX BIAMNOBIAA/IbHOCTI B pasi Horo HaCTaHHS Ha TPETIO
0CObYy,; 3HMKEHHS IMOBIPHOCTI ab0 BII/IMBY HEraTMBHOI PUIMKOBAHOI o4l Ha MPOEKT € HACTYIHOK CTPATENTI yripaB/iiHHS pUnKamm,
MIPMVIHATTS PU3MKY TEPEABAYAE, 1O BIANOBIAHO A0 [AEHTUDIKOBAHOIO PU3NKY HE M/IaHYETHCS PEA30BYBATU KOAHMUX 3aI10OPKHUX
A 19 3HWKEHHS VIMOBIPHOCTI MOro BUHUKHEHHS abo BI/MBY HA@ [POEKT, a/e MAaHyTbCI BIAMOBIAHI allbTEPHATUBHI Ail, SKI
HANYacTilwe BUMAratoTb [OAATKOBUX (DIHAHCOBUX KOLWITIB, 1O TaKoX Mac OyTv BPAXOBaHO B GHOMKETI [POEKTY. BusHa4yeHo
0COBIIMBOCTI PO3PAXYHKY BIIMBY DU3MKIB Ha GIOAXET MPOEKTY OPraHi3aLiviHmx 3MiH. PO3ITISHYTO YWHHUKYM, SKI CpusoTs abo
NPOTUAIOTE YCITILUHOCTI 34IMICHEHHS OPraHi3aLiviHux 3MiH. BU3HAYEHO MEPELYMOBYU OLIHIOBAHHS FOTOBHOCTI IEPCOHANY 40 3MIH.

Ko4oBi  C/10Ba; POEKT, YIIPaB/iHHA [POEKTaMM, OPraHi3aLiviHi 3MiHy, pPU3MKU TPOEKTY, Oflip 3MiHaM, OTOBHICTb
11€PCOHAITY [0 3MiH, BIOLKET MPOEKTY.

Actuality. The need to introduce new technology, improve existing one, or introduce the production of new
products based on existing technology and others — all this is a set of processes that must be carried out in the
framework of change in the enterprise. Such processes are a part of production. They are often the key to making
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changes. Management processes must be altered as a result of changes in production processes. In practice, the
implementation organization of the improvement in both production and management processes should be carried
out simultaneously. For the successful implementation of change in processes, it is necessary, firstly, to analyze all
the processes carefully that will be subject to change. After this analysis, the processes that should be completely
excluded from the activities of the enterprise, are determined, i.e. the reengineering procedure is implemented. If it
is necessary to introduce fundamentally new processes, a detailed description is made, including the necessary
inputs and outputs, resources and management mechanisms. At this stage, in the context of management, it is
advisable to use a methodology for modeling processes, such as ARIS, BPWin i ERWin, Ithink Analyst, Oracle
Designer, Power Designer, Rational Rose, Re-Think, System Architect, Workflow Modeler. Except others, these
methodologies allow to establish links between processes to determine their interdependence. In the case of
modification of existing processes, a detailed description is also developed, noting specific changes in inputs,
outputs, resources and management mechanisms. Thus, as a result of the organization of change in the processes at
the enterprise, there are three groups of processes: the first group of processes are those that need to be eliminated,
the second are those that need to be improved or modified, the third are new processes that need to be implemented.
If the company is certified by a quality system, such as ISO 9001, the organization of process changes is greatly
facilitated, as to obtain this certificate the company has to regulate business processes that significantly affect
product quality and develop quality management system documentation. Thus, after the certification procedure, the
company has already formed a list of critical processes that affect product quality, and therefore any changes
planned in the company, will affect these processes. The organization of process changes is the starting point for
other internal areas of the enterprise that need change.

Analysis of recent research and publications. In the paradigm of organizational change management
there is currently no generally accepted methodology for their implementation, we hypothesize that one of the
possible approaches is the project. It involves the management of a set of works, united by a common goal, limited
resources, time, risk in accordance with predefined quality parameters [1-6]. A similar approach is considered in the
work of A. Baldynyuk, where the author emphasizes that “the organizational structure of change should be formed
from a permanent structure and include representatives of volume management and a flexible team structure of the
project of change” [7, p. 15]).

The role of project management is also proposed by Yu. Dukhnych within the framework of the “triangle
of change” along with change management and leadership and sponsorship. The researcher emphasizes that project
management should act as an organizational structure or project group, which will use its methods and tools for
planning, organizing and implementing project changes [8].

At present, the project approach is sometimes seen as managing continuous change. From our point of
view, project management should be considered as the most appropriate methodology at the stage of implementation
of the function “change management” in the process of change management, which can combine all existing tools
for organizational change management that include principles, methods, criteria, a goal, which has its own specific
set of tools (means) that allow to achieve the goals with a lower amount of resources spent (approximately 25%
lower) than other management methodologies.

The purpose of the study is to develop the basic principles of risk management of organizational change in
accordance with the methodology of the project approach.

Presenting main material. The important area of organizational change project management is risk
management. Risk means unforeseen loss of expected profit or property, cash, due to accidental changes in
economic conditions, adverse, including force majeure, which is measured by the frequency and probability of
occurrence [2, p.366]. Project risks threaten the implementation of the investment project or reduce its
effectiveness, representing a set of circumstances in which the completion probability of the objectives is reduced or
eliminated [4, p. 347]. The goals are understood as the direct goals of the project and management parameters, such
as: content, timing, cost, quality. On the other hand, these definitions do not include so-called “positive” risks, i.e.
those events in which the project may receive additional unexpected benefits. Risk includes three components:
uncertainty, i.e. the very fact of what may happen; the occurrence probability of this fact and the consequence of the
impact of this fact on the project. Thus, risk management is reduced to influencing the consequences that may cause
risk to the project, or the probability of its occurrence, or both these two parameters simultaneously. The importance
of risk management project change is proved by the results of a study by foreign scientists: R. Pascal [11]
emphasizes that Fortune 100 companies implemented at least one change program between 1980 and 1995, but only
30% provided improvements in total that exceeded the company's cost of capital, and M. Beer and N. Noria [12]
determine that 70% of organizational change initiatives have failed.

According to these definitions, the scope of change resistance management can be considered in terms of
the risks of the project of change. The issue of resistance is one of the key issues in the field of change management,
because it is its emergence that the effectiveness of innovations, which can actually be equated to zero, is
significantly reduced. Virtually all researchers of organizational change pay and have paid attention to the study of
resistance. Thus, 1. Ansoff defines resistance as a multifaceted phenomenon that causes unforeseen delays,
additional costs and instability of the change process in response to them, which is realized as delays in the process
of change, implementation difficulties that slow down changes and increase costs compared to planned; attempts to
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sabotage changes within the organization or “drown: them in the flow of other priorities [13]. K. Prib defines
resistance as the usual human reaction of staff to the implementation of any changes in the organization, which is
manifested in the efforts of people to prevent, stop or slow down their implementation [14]. By generalizing
numerical studies, we note that resistance to change should be understood as the behavior of enterprise personnel as
a reaction to the introduction of organizational change in the form of rejection and opposition to innovation in order
to maintain the status quo. Resistance to change is a classic example of negative risk, which, like any other risk,
accompanies the implementation of the project, can occur at different stages and have different consequences for the
success of change. In fact, each of the possible types of resistance has a level of probability depending on the
organization of change and the degree of impact on the ultimate goals of the change project. That is why the
consideration of resistance in the context of risk management, from our point of view, is the most appropriate,
because it allows you to highlight its nature and develop a set of measures to prevent it and minimize the impact on
the project in its event. To clarify the essence of management actions in case of the project risks of organizational
change, we present them as follows (table 1).

Table 1

Actions in the field of risk management of the project of organizational changes are developed for [4; 15]
Risk management process The essence of the organizational change project process

The process of determining the procedure for implementing risk management actions for the

organization, staffing, justification of the methodology, data source for analysis and time

interval. Coordination of the methodology for assessing the readiness of staff for change,

determining the level of conflict of staff in the process of change.

Analysis of the scope of the change project and all its components to determine possible risks.

Formation of a risk register. Division of risks into external and internal. External are related to

factors that are outside the organization. Internal risks are related to the activities of staff and

all other stakeholders.

qualitative analysis Prioritize risks according to the degree of their probability and impact on the project

Determining the amount of additional costs that may arise in the event of the occurrence of

relevant risks, or the cost of implementing preventive measures to prevent risks

Development and substantiation of risk management strategy (for negative risks: avoidance,

risk response planning transfer, reduction of probability, acceptance; for positive risks: use, distribution,

strengthening, acceptance)

Tracking the occurrence of project risks, the effectiveness of anti-risk actions, clarification of

the project budget

risk management planning

risk identification

quantitative analysis

monitoring and risk management

We have to take a closer look at the essence of risk management strategies for resisting change.
Considering the resisting change as a separate type of risk of the project of changes, it should be noted that the
methods of responding to this risk can be divided into preventive and countermeasures. Therefore, some methods
should be used in the initial stages of implementation to prevent resistance. Other methods as a means of
overcoming should be implemented during all the change project.

The evasion strategy involves changing the project management plan to eliminate the risk. Thus, if certain
actions within the project may cause the greatest resistance of staff, these measures may be reviewed and excluded
from the draft changes with a view to their implementation under another draft of changes or prolong their
implementation. For example, if a company plans to implement a quality management system as part of a change
project, together with the re-certification of all personnel in accordance with this system, and at the same time, these
actions may cause very strong resistance. Thus, the strategy of risk avoidance in this case may be the postponement
of re-certification of personnel after the introduction of quality management system or re-certification of only
certain categories of personnel who are mostly interested in implementing this system.

The transmission or transfer risk involves shifting the negative impact and responsibility in case of
occurrence for the third person. In some cases, this strategy is possible if the direct actions in the process of
implementing the change project will be carried out by another organization on the terms of outsourcing.
Accordingly, the risks of resistance to change will be minimal, as the company's staff is not involved in the project.
On the other hand, the changes affect necessarily such components as the processes of staff competence,
organizational culture and structure. Even if the staff will affect a result of the changes the least, the possibility of
resistance may occur, which in any case reduce the level of change effectiveness. Thus, the transfer strategy will
involve a third-party organization to work with staff in the process of change. The main task of this organization will
be to determine the level of readiness for change, to monitor their perception by staff and to prevent resistance.
Moreover, in case of its occurrence the outsourcing organization has to overcome this resistance independently,
accepting it as its own risk.

Reducing the likelihood or impact of a negative risk event on a project is the next risk management
strategy. Reducing the likelihood of risk combines all measures to prevent resistance in the early stages of initiating
and planning a change project. Reducing the impact on the project in this case involves staff changes in relation to
those employees who have a significant impact on personnel and hold relevant positions. In the case of early
identification of resistance possibility, given their power and influence, personnel rotations are justified and
necessary.
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Acceptance of risk implies that in accordance with the identified risk it is not planned to implement any
precautionary measures to reduce the likelihood of its occurrence or impact on the project. Instead, in the event of its
occurrence, appropriate alternative actions should be planned, which often require additional funding, which should
also be taken into account in the project budget.

Thus, as a result of identifying the risks of the change project, strategies for managing the risks of
resistance to change are developed, on the basis of which additional measures are determined and the amounts of
funds are specified as a management reserve to cover losses due to risks. It is worth remembering that all this
applies to identified risks, in addition to them there are always existing risks, the nature and probability of which are
difficult to predict, but project management practice suggests that to cover these risks need to add 20% of its value.
Therefore, after the risk analysis, the budget of the organizational change project is additionally increased by the
management reserve to cover the identified risks and by 20% to cover the implicit risks. In addition, as mentioned
above, the preliminary budget has an error of up to 20%, which must also be taken into account. The budget for the
start of the project should actually include a reserve of up to 50% of its estimated amount.

The success of project risk management lies in compliance with these processes. Thus, to identify the
maximum possible risks, all project work, internal and external environment of the enterprise, where changes are
made, are analyzed in detail. The stakeholders of the project require special attention, because they can change their
behavior, provoking unforeseen events and circumstances that will complicate the implementation of the change
project. Risk analysis should be conducted with the analysis of factors that affect the quality of the project changes,
as the key factors are simultancously the potential sources of risk. So, the authors I. Hrybik, L. Popadiuk,
N. Smolynska, O. Sadovnik [16, 17] identify factors that contribute to or hinder organizational change, which
include, for example: awareness of the need for change and organizational crisis, and failure to carry out previous
transformations, along with insufficient competence to perceive something new. As we can see, the influence of
these factors is very contradictory. Not all organizational crises lead to understanding the need for change and even
more for their implementation. The analysis of the internal activity spheres of the enterprise within the framework of
the project of changes, using the diagram of causal relations, on the one hand, will promote development of quality
metrics, and, on the other hand, will act the thorough information for identification of risks.

Taking into account the specifics of implementing organizational change project, we will consider in detail
the aspects of resistance management as an important type of risk. The key aspects of the analysis are to determine
the readiness of staff, possible causes of resistance to change at the individual, group and organizational levels,
forecasting the behavior of staff in case of conflict in the implementation of the project changes. The analysis of
employees’ propensity to conflict behavior in the conditions of changes should be carried out using the K. Thomas
test [18; 19], which allows to determine the number of respondents who choose the appropriate type of behavior
(rivalry, avoidance, compromise, cooperation and adaptation) and to identify methods of overcoming resistance.

Particular attention should be paid to assessing staff readiness for change. The substantiation issues of
incentives system for employees to accept changes and their effective implementation should be related to the
system of assessing staff readiness for change, monitoring possible causes of resistance in project risk management
and monitoring the manifestation of this resistance. The company should develop a system for assessing staff
readiness for change, which will include a set of criteria and methods of assessment at the individual and collective
levels. This system should be integrated with measures to monitor resistance to change. Methods of overcoming
resistance should be described in the risk management strategies of the project changes and implementation in case
these risks occur. In any case, the costs of this strategy should be included in the budget as a management reserve.

Conclusions. It is proved that the main risks of each change project are the emergence of resistance from
staff, which determines the set of work in the relevant field of knowledge, i.e. risk management. The use of the
project approach allows to simplify the implementation of any changes in the enterprise, to develop a preliminary
plan for their implementation with a certain duration, cost and quality parameters. Therefore, to increase the
effectiveness level of organizational change, it is advisable to carry out certification of specialists in the
management of the enterprise in accordance with the requirements of international project management standards.
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