
When it comes to change, there’s a long-maintained narrative that 70% of it will 
fail. There’s also a vociferous counter narrative that the figure is arbitrary and has 
no basis in research. 

However, the argument is simply a distraction from the real issue: that there’s no agreed framework 
against which successful change can be evaluated – at least not until now. 
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According to the International Data Corporation (IDC), between 2020 and 

2023, digital transformation (DX) investment is expected to approach $7.1 

trillion as companies seek to achieve digital-at-scale .  To put that into context, 

it works out at a little over $910 for every person on the planet.

And yet, as a profession, we still haven’t agreed a consistent, objective and 

meaningful way to evaluate the impact of change. The risk to business is 

therefore obvious: if we can’t agree what change success or failure looks like, 

we’ll never really know how well we are doing at it. When we are spending $7.1 

trillion in digital change in just three years, surely it’s a risk worth monitoring.

Adopting a similar approach to Donald Kirkpatrick’s Four-Level Training 

Evaluation Model, I’d like to share a Change Evaluation Model of Five Levels. 

It’s intended to be relevant to any size of change, industry sector, change 

intent and geography. In doing so, it creates a frame for evaluation as well as 

the basis for dialogue with organisations either embarking on a programme 

of change or seeking to determine what results change has achieved.
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Kemp’s Five Levels of Change Evaluation Model
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EXTERNAL VALUE
The extent to which 
value is extended to 
external markets and 
communities

BUSINESS VALUE
The extent to which 
the change benefits 
the business

ALIGNMENT
The extent to which 
cultures and ways of 
working accommodate 
the change

ADOPTION
The extent to which 
the change is adopted 
by intended groups 
and individuals

MANAGEMENT
The extent to which 
the change activity 
meets stakeholder 
expectations

DEFINITION

EVALUATION
LEVEL
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Levels 1, 2 and 3:  Change Progress

    Level One: Management 

The extent to which the change activity meets stakeholder expectations
This is a measure of how the change activity is assessed.  As most change initiatives are planned at least to some extent - and change at scale needs 
investment - change activity is usually closely managed, monitored and supported. It’s hardly surprising that most change evaluation is at Level 1.

    Level Two: Adoption

The extent to which the change is adopted by intended groups or individuals
This is principally a measure of the effect of Level 1 on those impacted by the change. It seeks to evaluate the extent to which the change activity is 
getting results. For example, Level 2 would ask: “Are people working in the ways we anticipated?” That’s a different evaluation to Level 1, where the 
question might be: “Have people been effectively engaged in the change and equipped with the skills needed?”

    Level Three: Alignment

The extent to which cultures and ways of working accommodate the change
If successful change only required people do things differently it would be easy. But, ultimately, an essential measure of change is the extent to 
which it alters peoples’ perception of what ‘good’ looks like.  Many changes fail because people are either conflicted towards or downright hostile 
to them from the outset. For example, a contact centre might want to improve customer service but, if agents are paid for keeping calls short, they 
may be conflicted. Level 3 evaluates this.
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Levels 4 and 5:  Change Value

    Level Four: Business Value 

The extent to which the change benefits the business
The extent to which change delivers real business outcomes is often seen as the most important measure of 
success. Indeed, organisations often ‘top-slice’ future years’ budgets even before the change is introduced.  But, 
while this may tick the box around cost reduction, it doesn’t guarantee success at Level 4. This is where the results 
of evaluation at Level 2 and 3 become important. If people are not really working any differently, then where has the 
time saving come from? For example, has the change impacted on staff retention or business performance 
elsewhere? What is the impact on market share?

    Level Five: External Value

The extent to which value is extended to external markets and communities
In today’s dynamic, digital and inter-connected world, it’s important that the changes organisations introduce 
are aligned to the needs of the real world. It gives the change an essential purpose. Many authors have identified 
that failing programmes are often turned around when they are more clearly aligned to a business strategy 
and core purpose.1 Surprisingly it appears to be the level where organisations invest least in change evaluation, 
especially for any which are performance driven, rather than strategic.

If you’re about to begin a transformation programme, understanding how you 
evaluate Level 5 could be a good starting point!
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1  https://hbr.org/2017/11/what-everyone-gets-wrong-about-change-management

   https://www.mckinsey.com/business-functions/mckinsey-digital/our-insights/digital-transformation-improving-the-odds-of-success

   https://www.mckinsey.com/~/media/McKinsey/Business%20Functions/McKinsey%20Digital/Our%20Insights/How%20to%20restart%20
   your%20stalled%20digital%20transformation/How-to-restart-your-stalled-digital-transformation.pdf
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