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Change Management and Pricing 
In this article, the author presents the 

results and findings of a multi-year ex-

ploration which uniquely links pricing 

and change management and argues 

that change management is a required 

skill of the future for pricers. Stephan 

Liozu (www.stephanliozu.com) is the 

Founder of Value Innoruption Advi-

sors and specializes in disruptive ap-

proaches in innovation and value 

management.  He earned a PhD in 

Management from Case Western Re-

serve University and can be reached at 

sliozu@case.edu.

Organizational change is hard. 
Studies show that approxi-
mately 70 percent of planned 
organizational change ini-

tiatives fail (Judge and Douglas 2009). 
To effect change, organizations must be 
receptive to it (Butler 2003) and ready 
for it (Holt, Armenakis et al. 2007). 
Yet among a plethora of academic stud-
ies addressing organizational change, 
few deal specifically with organizational 
change capacity (OCC) which elevates 
the concept of change management at 
the organizational level. Most studies 
focus instead on adjacent concepts such 
as adaptive capacity defined by Staber 
and Sydow (2002:410) as “the ability to 
cope with unknown future circumstanc-
es or organizational flexibility defined by 
Hatum and Pettigrew (2004:239) as “a 
combination of a repertoire or organiza-
tional and managerial capabilities that 
allows organizations to adapt quickly un-
der environment shifts”.

Keeping in mind the 70% failure rate 

statistic, one might wonder if this is also 
true for change management related to 
pricing projects or pricing transforma-
tions. If this holds true, then, it is time 
to pay close attention to change manage-
ment and to embark on an exploration 
of what we might be able to learn from 
change management literature and from 
some of the key change management 
methodologies. In this paper, we are 
showing some of the findings from my 
exploration of change literature, some 
of the findings from a survey on change 
and pricing conducted with the sup-
port from Professional Pricing Society in 
2012, and from our recent certification 
as a Prosci® Certified Change Manager. 

Two years of in-depth studies combined 
with real pricing case studies led to the 
development of a change management 
framework dedicated to pricing and to 
the creation of a new certification called 
Change Agent in Pricing™ (CAP™ - 
www.changeagentinpricing.com). 

What Change Literature  
is Telling Us
Traditionally, change is applied at the 
individual or team level. Academic and 
practitioner papers have focused on why 
people need to change and what mo-
tivates them to change whether at the 
personal level or when interacting with 
other team members. Only recently has 
an emerging stream of literature explored 
the capacity of an entire organization 
to change. Moilanen (2005:71) defined 
organizational change capacity as “a 
consciously managed organization with 
’learning‘ as a vital component in its val-
ues, visions and goals, as well as its ev-
eryday operations and assessment.” 

Lately, Judge and Douglas (2009:635) 
proposed a refined definition by combin-
ing organizational and managerial capa-
bilities allowing “an enterprise to adapt 
more quickly and effectively than its 
competition to changing situations.” Or-
ganizational change capacity needs addi-
tional academic exploration to enter the 

field of widely accepted change manage-
ment concepts. The uniqueness of this 
concept versus others lies in that it fo-
cuses on the equilibrium between change 
activities and the management of daily 
operations (Judge and Blocker 2008). 
It assumes that change is a continuous 
process and not a punctuated or isolated 
event (Meyer and Stensaker 2006) and 
it embraces the resource-based view of 
the firm indicating that organizational 
change capacity requires the develop-
ment of dynamic organizational capabili-
ties (Judge and Elenkov 2005). 

The dynamic nature of change capac-
ity capabilities at the organizational lev-
el makes it a strategic weapon to allow 
some firms in a rapid changing environ-
ment to remain nimble, more able to 
change quickly at the same time as im-
plementing deep and continuous change 
initiative (Judge and Blocker 2008). This 
allows firms to be able to learn from 
changes in the environment and to ex-
ploit these changes as they transform 
their internal processes. 

As organizations are able to focus on 
both change and stability, they also need 
to deploy appropriate organizational pro-
grams to balance the mix of explorato-
ry and exploitative adaptations (March 
1999, March 2006) that are required. 
This is quite a demanding exercise which 
reinforces the need to use organizational 
architecture to manage multiple con-
flicting demands (Meyer and Stensaker 
2006). In other words, for an organiza-
tion to change, they have to embrace 
what is happening currently in the busi-
ness as well as slowly deploying and in-
tegrating new concepts, methods, ideas, 
etc. That requires tremendous alignment 
in management objectives. It also re-
quires a top leader or a team of leaders 
that are able to orchestrate the change in 
a coordinated fashion.

We adopt these scholarly views and con-
jecture that organizational change capac-
ity is a central concept to pricing change 
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Figure 2: 8 Dimensions of Organizational Change Capacity

Figure 1: Sample Characteristicsand to the deployment of strategic pric-
ing projects. We posit that organizations 
which can develop unique change man-
agement capabilities at the organization-
al level can acquire a strategic weapon 
in the field of pricing that will create a 
significant competitive advantage ver-
sus their competition. Our knowledge 
exploration and academic survey also 
support the presence of a direct positive 
relationship between organizational 
change capacity in pricing and pricing 
performance.

Findings from a Survey in 
Change and Pricing
In late 2012, we designed a cross-section-
al self-administered survey to measure 
some of the critical variables that might 
influence an organization’s capacity to 
change and adopt pricing programs. Pro-
fessional Pricing Society (PPS) supported 
our research by 1) providing access to 
their database of active members, 2) dis-
tributing the survey electronically, and 
3) conducting follow ups to non-respon-
dents. Characteristics of the respondents 
are provided in Figure 1. 

The survey was administered to the PPS 
membership base in an electronic man-
ner. A link was included in an email 
sent by PPS marketing team. Follow-
ing the initial email, two reminders were 
sent by PPS to encourage participation. 
Over 1500 responses were collected. Af-
ter removing all partial and incomplete 
responses, 939 survey responses were 
deemed acceptable to perform statistical 
analysis.

Survey Findings: Full results from this 
survey were published in the Fourth 
Quarter 2012 edition of the Journal of 
Professional Pricing. For the purpose of 
this study, we focus on the central con-
cept of our study called organizational 
change capacity. A thirty two-item in-
strument developed by Judge and Doug-
las (2009) was used to assess organiza-
tional change capacity. Each item was 
measured using a seven-point Likert scale 
anchored at the extremes by ‘strongly 
agree’ and ‘strongly disagree’. This mea-
surement scale consisted of eight criti-
cal dimensions of change each having 4 

specific items to be rated as 
shown in Figure 2.

We aggregated the average 
score for each dimension 
based on the agreement rat-
ings of respondents on each 
items. The Capable Cham-
pion of change received 
the highest rating with an 
average of 4.99 out of 7. 
Closely in second position 
is the dimension of system 
thinking indicating that change agents 
and organizational actors need to think 
in multiple dimensions and consider in-
terdependencies of all change activities. 
Dimensions related to accountability and 

trust came in respectively in third and 
fourth place.

It is interesting to note that the dimen-
sion of innovation culture ranked in 7th 
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 The survey was administered to the PPS membership base in an electronic manner. A link 
was included in an email sent by PPS marketing team. Following the initial email, two reminders 
were sent by PPS to encourage participation. Over 1500 responses were collected. After removing 
all partial and incomplete responses, 939 survey responses were deemed acceptable to perform 
statistical analysis. 

Survey Findings: Full results from this survey were published in the Fourth Quarter 2012 edition of 
the Journal of Professional Pricing. For the purpose of this study, we focus on the central concept of 
our study called organizational change capacity. A thirty two-item instrument developed by Judge 
and Douglas (2009) was used to assess organizational change capacity. Each item was measured 
using a seven-point Likert scale anchored at the extremes by ‘strongly agree’ and ‘strongly disagree’. 
This measurement scale consisted of eight critical dimensions of change each having 4 specific items 
to be rated as shown in the figure below. 

FIGURE 4 
8 Dimensions of Organizational Change Capacity 

Nature Count % Function Count %
B2B 761 81% General Management 100 11%
B2C 143 15% Mrketing & Sales 148 16%
Not Sure 35 4% Pricing and RM 631 67%
Firm Size Count % Others 60 6%
Less than 1000 215 23% Corporate Pricing Team Count %
1,001 to 10,000 294 31% Yes 677 72%
Over 10,000 425 45% No 243 26%
Not sure 5 1% Not Sure 19 2%
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 We aggregated the average score for each dimension based on the agreement ratings of 
respondents on each items. The Capable Champion of change received the highest rating with an 
average of 4.99 out of 7. Closely in second position is the dimension of system thinking indicating 
that change agents and organizational actors need to thin in multiple dimensions and consider 
interdependencies of all change activities. Dimensions related to accountability and trust came in 
respectively in third and fourth place. 

 
 It is interesting to note that the dimension of innovation culture ranked in 7th place 
potentially indicating that pricing change can still happen without necessarily having an innovation 
culture. With capable champions leading the charge, organizations can adapt and change. 
 Let us now review the top five dimensions of change and their specific item ratings. Not 
surprisingly, interpersonal skills, will and creativity of change champions were rated the highest by 

Dimensions Average Score
Capable Champions 4.99
Systems Thinking 4.89
Accountable Culture 4.87
Trustworthy Leaders 4.78
Involved Mid-management 4.78
Trustworthy Followers 4.64
Innovation Culture 4.57
Systems Communication 4.33

Figure 3
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place potentially indicating that pricing 
change can still happen without nec-
essarily having an innovation culture. 
With capable champions leading the 
charge, organizations can adapt and 
change.

Let us now review the top five dimen-
sions of change and their specific item 
ratings. Not surprisingly, interperson-
al skills, will and creativity of change 
champions were rated the highest by our 
939 respondents as shown in Figure 4. 

Respondents also report the importance 
of institutionalizing changes for the long 
term by strongly addressing the root 
causes instead of just the symptoms of 
the need for change. The reality is that 
many firms try to confront and fix their 

pricing problems without paying enough 
attention to the root causes of these 
problems.

When asked about accountability, re-
spondents clearly indicated that accepting 
the responsibility for getting pricing work 
done was the most important item in the 
dimension. This responsibility meant to 
meet deadlines and honor resource com-
mitment as shown in Figure 6.

Trust was also an important dimen-
sion of the organizational change capac-
ity concept. For our survey respondents, 
trustworthy leaders demonstrate the abil-
ity to protect the core while encouraging 
change. They also show courage in their 
support for pricing change initiative as 
shown in Figure 7.

The lack of support from middle man-
agement is often reported as a reason 
for change failure. In our survey, pric-
ing and business professionals indicat-
ed that these middle managers need to 
show commitment to the organization’s 
well-being and balance change initiatives 
while getting work done. This concept 
of managing the current business while 
driving change is closely related to the 
concept of ambidexterity.

Another important concept in this 
change survey was the behavior champi-
ons to support pricing activities and pro-
grams. A nine-item instrument adapted 
from Howell and Shea (2005) was used 
to assess champion behaviors. Each item 
was measured using a seven-point Lik-
ert scale anchored at the extremes by 
‘strongly agree’ and ‘strongly disagree.’ 
The involvement of top management in 
our respondents’ firms is characterized 
by (see Figure 8).

As in previous studies which included 
a championing dimension, champions’ 
conviction in driving pricing change 
initiatives is critical in acquiring orga-
nizational buy-in and participation in 
change initiatives. Conviction is also 
complemented by champions’ confidence 
in what pricing can do and in what the 
team can achieve. Champions get deci-
sion-makers involved at the right place 
and at the right time in the pricing pro-
cess and in pricing decisions.

Survey Conclusions: Our research proj-
ect reveals some important facts about 
change management with pricing and 
business professionals:

• A vast majority of respondents have 
been exposed to formal training in 
change management either in their 
firm or at University indicating that 
change management is recognized 
as an important skill for pricing and 
business professionals.

• There are eight dimensions of orga-
nizational change capacity that need 
to be considered when a firm wants 
to embark on large-scale pricing ini-
tiatives related to pricing. This rein-
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our 939 respondents as shown below. 

 
 Respondents also report the importance of institutionalizing changes for the long term by 
strongly addressing the root causes instead of just the symptoms of the need for change. The reality 
is that many firms try to confront and fix their pricing problems without paying enough attention to 
the root causes of these problems. 

 

 When asked about accountability, respondents clearly indicated that accepting the 
responsibility for getting pricing work done was the most important items in the dimension. This 
responsibility meant to meet deadlines and honor resource commitment as shown below. 

 
 Trust was also important dimension of the organizational change capacity concept. For our 
survey respondents, trustworthy leaders demonstrate the ability to protect the core while 
encouraging change. They also show courage in their support for pricing change initiative as shown 
below. 

 
 The lack of support from middle management is often reported as a reason for change 
failure. In our survey, pricing and business professionals indicated that these middle managers need 
to show commitment to the organization well-being and balance change initiative while getting 

In this organization, change champion(s)… (Dimension: Capable Champions) Average
Possess good interpersonal skills 5.11
Have the will and creativity to bring about change 5.04
Are willing and able to challenge the status quo 4.99
Command the respect of the rest of the organization 4.79
Dimension Average 4.98

In this organization, change champions recognize.… (Dimension: System Thinking) Average
The importance of institutionalizing change 5.09
The value of addressing causes rather than symptoms 4.92
The systems implications of change 4.81
The need to realign incentives with desired changes 4.73
Dimension Average 4.89

In this organization, employees.… (Dimension: Accountable Culture) Average
Accept responsibility for getting work done 5.24
Meet deadlines and honor resource commitments 5.00
Have clear roles for who has to do what 4.62
Experience consequences for outcomes of their actions 4.61
Dimension Average 4.87

In this organization, business unit leader(s)… (Dimension: Trustworthy Leaders) Average
Protect the core value while encouraging change 5.00
Show courage in their support for change initiative 4.88
Consistently articulate a inspiring vision of the future 4.73
Demonstrate humility while fiercely pursuing the vision 4.50
Dimension Average 4.78
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Figure 8

Figure 9

forces the fact that change is multi-
dimensional and somewhat complex. 
Change initiatives related to pricing 
need to be properly designed to ac-
count for all eight dimensions while 
focusing on the most important 
change drivers.

• The three most relevant dimensions 
of organizational change capacity are 
capable champions, systems think-
ing and a culture of accountability. 
All three were rated the highest by 
our 939 respondents.

• Organizations and their actors need 
to demonstrate the ability to run the 
daily operations and change initia-
tives at the same time. But both 
sets of activities need to be closely 
aligned with a proper pricing vi-
sion, aligned goals and performance 
outcomes. The dimension of orga-
nizational alignment as part of the 
change culture seems to be an im-
portant one.

• Leaders and change champions need 
to demonstrate that they can protect 
the core values and at the same time 
embrace change initiatives reinforc-
ing our concept of ambidexterity. 
Change champions need to be capa-
ble of leading change, possess good 
interpersonal skills and show strong 
conviction, courage and confidence 
for change.

How to Build Capable 
Change Champions?
Armed with what is important to change 
organizations, the next logical question 
becomes “how to build capable change 
agents in pricing?” How do you train 
pricing professionals to become the 
change champions that organizations 
need to get new ideas, concepts, and 
program integrated in the firm’s DNA? 
This is easier said than done. Building 
change capabilities take a long time, but 
the sooner you start the better! Follow-
ing our survey on change and pricing, 
we searched for the best-in-class training 
programs and certifications on change 
management and change leadership. 

We identified six methodologies based 
on their professionalism, their academic 
robustness, and their rate of adoption 
by change practitioners. By far, Kotter’s 
Change Model is the most recognized of 
change management methodologies. It 
offers 8 steps for implementing success-
ful change starting with a strong sense of 
urgency and finishing with the integra-
tion of change into the culture. 

The Kotter model also focuses strongly 
on two dimensions of change: change 
management and change leadership. Pro-
sci® and LaMash Global are advanced 
change management methodologies of-
fering tools, methods, and scientific as-
sessments based on robust benchmarking 
studies. Both organizations offer formal 
change certifications. Boyatzis’ Inten-
tional Change Theory and Pro-Axios’ 
organizational insight process are social 
and behavioral models that proactively 
engage organizations to change based 
on uniquely developed instruments and 
surveys. Finally, the McKinsey 7S frame-
work ties strategic intent with change 
management across 7 specific dimen-
sions. There are probably others in the 
marketplace and we encourage you to 
find them. These six methodologies share 
some common themes and concepts:

1. Change needs to be intentional 

and focused: Change management 
cannot be reactive. It has to be in-
tentionally designed and managed 
across the organization. Change 
requires a sense of urgency for do-
ing things differently. It starts with 
an organizational realization that 
some issues need to be fixed. It is 
easier to do when the organization is 
facing adversity. It is less easy to do 
when an organization is successful. 
Why should I invest in pricing when 
we are making great margins? How 
many times have you heard that?

2. The vision is critical for success: 
Vision is critical in driving change. 
The vision rallies people around 
a goal and an outcome. This may 
be one of the most neglected com-
ponents of change initiatives. Not 
many firms have a declared pricing 
vision. In fact, a 2012 survey we 
conducted with 557 CEO’s showed 
that only 39% of them had a pric-
ing vision.

3. Change management is not project 
management: These are two differ-
ent disciplines. They are often mixed 
up. You might hear “yes we do 
change management as part of our 
project” when in fact, pricing pro-
fessionals focus solely on the techni-
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work done. This concept of managing the current business while driving change is closely related to 
the concept of ambidexterity. 

 

Another important concept in this change survey was the behavior champions to support 
pricing activities and programs.  A nine-item instrument adapted from Howell and Shea (2005)  was 
used to assess champion behaviors. Each item was measured using a seven-point Likert scale 
anchored at the extremes by ‘strongly agree’ and ‘strongly disagree.’ The involvement of top 
management in our respondents’ firms is characterized by: 

 
 As in previous studies which included a championing dimension, champions’ conviction in 
driving pricing change initiatives is critical in acquiring organizational buy-in and participation in 
change initiatives. Conviction is also complemented by champions’ confidence in what pricing can 
do and in what the team can achieve. Champions get decision-makers involved at the right place 
and at the right time in the pricing process and in pricing decisions. 
Survey Conclusions: Our research project reveals some important facts about change 
management with pricing and business professionals: 
- A vast majority of respondents have been exposed to formal training in change management 

either in their firm or at University indicating that change management is recognized as an 
important skill for pricing and business professionals. 

- There are eight dimensions of organizational change capacity that need to be considered when a 
firm wants to embark on large-scale pricing initiatives related to pricing. This reinforces the fact 
that change is multi-dimensional and somewhat complex. Change initiatives related to pricing 
need to be properly designed to account for all eight dimensions while focusing on the most 
important change drivers. 

- The three most relevant dimensions of organizational change capacity are capable champions, 
systems thinking and a culture of accountability. All three were rated the highest by our 939 
respondents. 

In this organization, middle manager (s)… (Dimension: Involved Mid-management) Average
Show commitment to the organization well being 5.24
Balance change initiative while getting work done 4.81
Voice dissent opinions constructively 4.68
Effectively link top executives with frontline employees 4.38
Dimension Average 4.78

Championing Behaviors Average
Expresses strong conviction about the importance of pricing 5.30
Gets key decision makers involved in the pricing process 5.20
Expresses confidence in what pricing can do 5.19
Gets the right people involved in pricing discussions 5.04
Gets pricing problems into the hands of those who can solve them 5.02
Enthusiastically promotes the pricing function 4.76
Shows tenacity in overcoming obstacles when changes in pricing are needed 4.71
Acts as a champion of pricing 4.66
Knocks down barriers and obstacles to pricing implementations 4.51
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either in their firm or at University indicating that change management is recognized as an 
important skill for pricing and business professionals. 

- There are eight dimensions of organizational change capacity that need to be considered when a 
firm wants to embark on large-scale pricing initiatives related to pricing. This reinforces the fact 
that change is multi-dimensional and somewhat complex. Change initiatives related to pricing 
need to be properly designed to account for all eight dimensions while focusing on the most 
important change drivers. 

- The three most relevant dimensions of organizational change capacity are capable champions, 
systems thinking and a culture of accountability. All three were rated the highest by our 939 
respondents. 

In this organization, middle manager (s)… (Dimension: Involved Mid-management) Average
Show commitment to the organization well being 5.24
Balance change initiative while getting work done 4.81
Voice dissent opinions constructively 4.68
Effectively link top executives with frontline employees 4.38
Dimension Average 4.78

Championing Behaviors Average
Expresses strong conviction about the importance of pricing 5.30
Gets key decision makers involved in the pricing process 5.20
Expresses confidence in what pricing can do 5.19
Gets the right people involved in pricing discussions 5.04
Gets pricing problems into the hands of those who can solve them 5.02
Enthusiastically promotes the pricing function 4.76
Shows tenacity in overcoming obstacles when changes in pricing are needed 4.71
Acts as a champion of pricing 4.66
Knocks down barriers and obstacles to pricing implementations 4.51
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cal aspect of their projects. Project 
management deals with the techni-
cal side of moving from current state 
to future state. Change management 
focuses on the people side of that 
transition. They need equal attention 
and work hand-in-hand in project 
teams.

4. Pay attention to all relevant stake-
holders: A big misconception is that 
pricing changes only concern pricing 
teams and sales organizations. Or-
ganizational change 
deals with everyone 
who touches pric-
ing (finance, sup-
ply chain, customer 
service, etc.) and 
who interacts with 
customers (techni-
cal support, drivers, 
sales, etc.). That requires different 
organizational road mapping exer-
cises: from stakeholder analysis, to 
what’s in it for me analysis, to holis-
tic training plans.

5. Change requires leadership sup-
port: Our survey indicates that 
change without capable champions 
and top leadership support is dif-
ficult. Resistance to pricing change 
might come from the top as well. 
The role of the top leaders is to iden-
tify and make resources available 
to the pricing change agents. They 
remove roadblocks and tackle bottle-
necks.  

Putting the Pieces Together
This multi-year exploration uniquely 
linked pricing and change management. 
Our findings demonstrate the impor-
tance of change management in the pric-
ing function. Change management is a 
required skill of the future for pricers. 

In this paper, we proposed the impor-
tant dimensions of organization change 
capacity in pricing and we briefly intro-
duced six change management method-
ologies. We aimed at starting a construc-
tive discussion with pricing and business 
professionals on the topic and we hope 

these discussions will encourage more 
people to acquire greater change man-
agement skills to help their organization 
successful embark on their pricing trans-
formation.

Our intention is also to help the pricing 
profession get better visibility in organi-
zations by designing and executing suc-
cessful change projects. Bottom line, the 
70% failure rate should not be accept-
ed in the pricing profession. To do so, 
we designed a unique two-day training 

workshop that Professional Pricing Soci-
ety offers for the first time at their May 
2014 Chicago conference (http://www.
pricingsociety.com/events/2013/12/09/
PPS-25th-Annual-Spring-Pricing-Work-
shops-and-Conference). This program 
was tested with dozens of executives in a 
change management program at Univer-
sity of Pittsburgh. 

The proposed change management 
framework was also successfully de-
ployed in a few organizations as part of 
challenging organizational pricing trans-
formations. During these two days, we 
review the six methodologies in great 
detail, work on several practical exercis-
es including a short value-based pricing 
case study, review a ten-dimension pric-
ing transformational model, and work 
on change management tools for your 
pricing projects. Quite a program. Join 
us!
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