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Mitigating Change Driven Human Error:  
Lucas OPT Change Management Model



Change 
happens 

instantly, it’s the 
transition that must 
be managed—it is 
not wise to jump a 
twenty-foot chasm 

in two ten-foot 
leaps.

- William Bridges, Managing Transitions
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CHANGE—a simple word that ignites a variety of 
responses. It’s the one experience we universally 
share but we rarely view the experience in the same 
way. A widely circulated misconception about ‘change’ 
is that people naturally resist it. Human beings are 
fundamentally born to change, adapt, improve and learn. 
Anyone taking on a new hobby or cultivating a new 
interest constantly tries to improve their knowledge and 
skills, to derive more enjoyment and satisfaction from the 
experience. 

It is rare for us to be content with the status quo unless 
we feel the effort outweighs the benefit. 

We don’t resist change in the things we care about 
— we actively seek it.

“The only 
person who 

likes change is 
a baby with a 

wet diaper!” 
- Mark Twain

This simply 
isn’t true. 

It is imperative 
for companies 
to understand 

this!
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CHANGE
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Is the change “fixing something that isn’t broken” while ignoring the things 
that need to be fixed?
Countless hours are wasted by trying to motivate people to accept change- 
be it a new policy, procedure, process or practice—instead of dealing with 
the real issue. Most often, people fail to accept change due to a perceived 
lack of ability or capability. We get very good at what we do, having done it 
for a while. Then suddenly, we are asked to change something about our 
process.
We may have been a master craftspersons or seasoned professional 
prior to this change, now we have the same level of experience and 
competency as someone who has never done the task before.

 
 
 
 
 
 

Organizations, plan not just for the effects of change on performance, but 
also on the wellness & health of those who do the work & deliver the results.
Change management is such an important topic that an Internet search for 
Change Models nets over 2.7 million results. But as A.W. Tozer noted: “The 
vast acres of planted seeds yield less than bushel of good crop’—referring 
to the volume of information being published when compared to the value of 
the useful information being harvested. As in all things, its not the quantity 
of material produced that counts, it’s the quality.
People are affected differently by change, adjusting at different rates for 
different reasons. 
Is your organization recycling failed motivation attempts surrounding 
change initiatives? How would your organization respond if the change 
initiative was driven by a philosophy to improve performance & outcome 
instead of motivation?

PERCEPTION AFFECTS 
REALITY
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Current gold standards for change management models (see bibliography)  
indicate there are agreed upon general principles about change 
management, but vast differences of opinions on how to design, develop 
and implement specific practices. 

These differences are based on the different drivers and conditions 
providing the contest or reason for change. For instance, there are some 
change experts who strongly suggest a top down, leadership-driven 
initiative with a ‘do it or else’ approach. You don’t give people a decision in 
the matter, they are simply the benefactor or victim of someone else’s plan. 
Others suggest a bottom up, worker led initiative that ‘let’s people believe it 
was their idea in the first place’. Some consultants encourage establishing 
greater incentives upfront, so people are ‘pulled’ toward improvement while 
other experts believe incentives ‘muddy the mix’, giving people a choice to 
change or not to change.  

GOLD STANDARD 
CHANGE MODELS

Leadership Driven
Top Down

“Do it or else”

Worker Led
Bottom Up

“It was our Idea”

Incentive Based
Pull People Along

Provide Choice
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Q1 Q3

IQR

Median

Q3 + 1.5 × IQRQ1 − 1.5 × IQR

−0.6745σ 0.6745σ 2.698σ−2.698σ

50%24.65% 24.65%

68.27% 15.73%15.73%

−4σ −3σ −2σ −1σ 0σ 1σ 3σ2σ 4σ

−4σ −3σ −2σ −1σ 0σ 1σ 3σ2σ 4σ

−4σ −3σ −2σ −1σ 0σ 1σ 3σ2σ 4σ

By Jhguch at en.wikipedia, CC BY-SA 2.5, https://commons.wikimedia.org/w/
index.php?curid=14524285

It’s one thing for 
Top Quartile & 

Bottom Quartile 
Improvement

So, who’s right? To a limited degree, they all are — given a specific context 
& differing conditions. Refining the businesses already at the top is easy. 
Dramatically improving the businesses at the bottom is easy. Instead of 
focusing on the disagreement between change model philosophies, let’s 
start with the principles most experts agree on: 

• Change happens formally & informally, intentionally or unintentionally
• Drift is the informal or unintentional change - it must be actively 

recognized and managed to reduce the likelihood of unwanted events
• Changes to higher level policies & processes affect roles, responsibilities, 

relationships and ultimately the desired results
• External or internal forces may drive the need for change - mandatory 

rules & requirements, innovation initiatives or the need for constant 
improvement 

• Unintended consequences or failing to achieve the anticipated 
outcomes, typically occurs due to a lack of direction, failing to properly 
involve key personnel and is rarely due to a lack of effort people work 
hard, on all the wrong things 

• The change must be supported by a deliberate process including 
analysis, design, development, implementation and ongoing evaluation  
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The following basic realities can be summarized from 
various respected sources:
• Continuous improvement is not a convenience, it is a business necessity

• It is always better to change BEFORE you have to rather than BECAUSE you 
have to (Jack Welch)

• Change is not created by doing things differently for the sake of doing things 
differently—it must be an opportunity for improvement (Toyoda)

• Change happens instantly—it’s transition 
that must be deliberately managed 
(Bridges)

• Implementing change requires any 
benefit to exceed the effort—non 
one changes when there is 
more effort and less benefit. 
Benefit should be from the 
perspective of those closest 
to the work or responsible 
for delivering the outcome

• Organizations and 
individuals change when 
the ‘pain’ of remaining 
the same is greater 
than the ‘pain’ of 
changing

• Change introduces 
risk and opportunity, 
both of which are 
better managed 
using Human 
Performance 
Improvement 
principles to make 
sound, objective 
decisions 
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TYPES OF PROBLEMS & 
OPPORTUNITIES

Implementing successful change and continuous improvement requires 
more than a one-size-fits-all approach.  There are different types of 
problems or opportunities organizations and individuals face on a regular 
basis. In his book Adaptive Leadership, Dr. Ron Heifetz defined three 
common situations: 

Type Description Example
Technical Problem is clearly defined 

and known, solutions 
are clearly defined and 
available.

Switching from manual data input 
to automated input.

Adaptive & Technical Problem may be clearly 
defined or understood, 
but needs more analysis 
or evaluation as there are 
many barriers, options or 
solutions to consider.

Switching from manual data input 
to automated input that eliminates 
a person’s job, changes their 
responsibilities or reshapes the 
organization.

Adaptive Changes in the mission, 
roles and responsibilities 
that may impact beliefs, 
values and attitudes within 
the organization.

Removing a safety ‘check’ during 
manufacturing from the duties of 
a safety person and assigning it 
to a maintenance person who can 
‘instantly fix’ the issue. The idea 
may appear sound and rational 
at the time, but when an event 
occurs, underlying unintentional 
consequences will surface as a 
contributing cause or condition.
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Change Drivers 
& Examples

• Mandatory | External & Internal

• Voluntary
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MANDATORY
CHANGE DRIVERS

Change 
Drivers 
are either: 

External 
Organization 
or Directive
• Regulatory
• Legal

 

Internal  
Organization 
or Directive
• Policy
•  Procedure
•  Process

A regulatory agency issues or changes a statutory 
requirement, affecting your operation or compliance 
posture. In this case, you have very little, if any choice in 
the outcome or expectation, however, you may realign or 
adjust your process or activities, so the regulation has 
less impact.

Example: When restaurants were restricted to COVID 
social distancing and sanitation guidelines, some 
survived by switching readily from an indoor seating 
service to an outdoor seating service or curbside pick-
up. 

A corporate change in policy or a departmental 
change in procedure that impacts an organization that 
potentially had very little input into either the policy 
or procedure. 

Example: To meet resource limitations, some 
companies have combined the Safety and 
Environmental functions changing the roles, 
responsibilities, accountability and authorities of 
individuals previously serving one function. They 
now serving at least two . 
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VOLUNTARY
CHANGE DRIVERS

Change 
Drivers are: 

• Innovation
• Continuous 

Improvement

In order to reduce costs or improve efficiencies, 
organizations examine their current process to 
determine better options or solutions. 

Example: Customers at a local credit union routinely 
forgot to remove their card from the ATM after receiving 
the cash from their transaction. Tellers then had to 
retrieve the card, hold for the customer or shredded 
to prevent unauthorized expenses. This was costly 
and a time waster for the Credit Union. Reordering the 
procedure from cash-then-card removal to card removal 
– then – cash eliminated the error. Nobody forgets their 
cash!

This was a simple technical fix, not requiring a great 
deal of planning or discussion on potential barriers 
or challenges to the change intervention. This type 
of intervention does not raise objections by anyone 
involved, as it is obviously seen as an easy to 
implement and requires no additional effort in the 
process.  
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DIGGING
DEEPER

Remember: 
There are four 

possible outcomes.

Where does the 
public’s reponse to 

COIVD -19 protocols fall 
in the outcome matrix?

For more information on possible outcomes, 
download our HEART Analysis eBook.

During the COVID 19 Pandemic, health 
districts issued orders for face coverings 
and social distancing. 

These are technical changes to the way 
we do work involving a great deal of protest 
and resistance. Some of it stems from 
a disagreement on the ‘scientific facts.’ 
Some of the disagreement coming from 
a ‘do it or else’ approach by regulatory 
agencies & government officials. 

When people don’t have control or choice 
in certain situations, rebellion & non-
conformance become their source of 
control. COVID-19 protocols are a technical 
change requiring people to adapt to a new 
lifestyle: changing their routines at home 
& at work. 

In this case, some people felt they 
were losing more than they gained. 
The effort exceeded the benefit, at 
least from their perspective. When 
designing or developing change 
initiatives impacting the technical way 
we do things, and requiring us to adapt 
beyond the technical intervention, 
greater thought, involvement and 
planning needs to occur to mitigate 
or manage unwanted, unexpected 
consequences.

TECHNICAL & ADAPTIVE

https://bb04d4ae-0d1b-4f7f-8379-17609604b33e.usrfiles.com/ugd/bb04d4_cce52dcbb31e48239c5c1f35434d212b.pdf
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The Initiating Driver: Why it Matters

Determining the level of effort and the scope of involvement, a change 
initiative or process requires, must include specifically knowing why we are 
being asked to change. It’s a matter of choice and the lack of choice.  When 
the driver for change is self-initiated, choice-making opportunities are greater 
and consequences for not changing may be less dire. When the change is 
forced by external or internal pressure, choice is limited or even eliminated. 
The consequences can be great if we fail. 

The number & types of subject matter experts (SME) consulted will differ when 
change is externally driven versus voluntarily pursued. In regulatory or legally 
driven change situations, the need to involve SMEs earlier in the decision-
making process is paramount to adequately addressing how the change 
should be implemented. 

If the change is initiated to continuously improve a process or outcome, 
those closest to the work, people most responsible for ensuring the outcome, 
need to be invested in the discussion. Early and often, throughout the entire 
process . 



Lucas’s Change 
Management Model
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STARTING POINT FOR 
MOST ERRORS

90%
of decisions are made 
based upon emotion

“Several studies conclude that 
up to 90% of the decisions we 
make are based upon emotion. We 
use logic to justify our actions to 
ourselves and to others.”
— Rules of Persuasion 

“When dealing with people, 
remember you are not dealing 
with creatures of logic, but with 
creatures of emotion, creatures 
bristling with prejudice and 
motivated by pride and vanity.” 
- Dale Carnegie 

Once  the initiating driver is 
determined, identifying the real 
issue or problem may require more 
effort than initially estimated. This is 
starting point for most errors in the 
change management process.  

More time is spent creating solutions 
that don’t address the real issue or 
developing solutions that create more 
problems. It is natural for humans to 
jump to conclusions, as it is ‘energy 
efficient’, costing us less time than 
it does to analyze what really needs 
to be fixed. As many authors have 
noted, people make most decisions 
emotionally and then justify them 
rationally. Especially those who 
believe they make most decisions 
rationally, without a hint of emotion 
being involved. 

We instinctively know what we like 
the minute we hear it and don’t 
require any further evidence about 
the good decisions we’ve made. 
However, there are two pains in life: 
the pain of discipline (deliberate 
effort) or the pain of regret 
(feelings overriding facts). It’s the 
latter most of us unfortunately 
fall victim to .

https://westsidetoastmasters.com/resources/laws_persuasion/chap14.html
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ERROR REDUCTION 
& EXAMPLES

To reduce the likelihood of working on the wrong 
issues and creating solutions that become problems, 
it is wise to ask three basic questions:

1. What’s the real issue? (not the solution, or the effect 
of an issue—what is causing these effects or makes us 
believe the solution is acceptable?)

2. What are the observable indicators that it is a real issue?

3. What are the current and future impacts, if the issue is 
unresolved?

As an example, a typical problem-solving opportunity 
might sound like this: 

“We need to get things fixed around here”, insists a 
maintenance person in his shop. 

“What do you suggest?” responds the maintenance 
manager, hoping to resolve the issue.

‘We need more people, more resources, better planning, 
newer equipment and holding people accountable for their 
work.”

None of these, of course, are the real issue. These are 
potential solutions to the real issue which has not yet been 
identified. Effort should be spent on determining what the 
cause of the issue is, not how to address it. Misdiagnosing 
a problem will lead to an improperly administered remedy.

Jumping to solutions generally means we haven’t 
changed the conditions causing the problem, we’ve 
simply changed the way we are addressing the effect or 
symptom of a problem. 

Many people fear change initially because the certainty 
of misery is better than the misery of uncertainty. 
Things may not be perfect, but changing them may 
make matters worse.  

A rush to judgment by failing to identify what really 
needs to change is a dangerous sprint toward 
unintended consequences. There is no guaranteed 
method for success in change management. 

 
 

Want to know 
a guaranteed 
method for 
failure?

No one wants to 
put in twice the 
current effort to 
receive half the 
current benefit. 

Benefits of 
change must 
always exceed 
effort. 

Make a change 
where the people 
involved view the 
effort exceeding 
any benefit. 
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DIGGING
DEEPER

Examples: Winery uses a supplier for specialty 
shipping boxes. 

On multiple occasions discrepancies were found.

One instance during the reconciliation process found 
a 2,000 qty discrepancy between the receivables, 
packaging slip and the purchase order. 

In reviewing the cause of the shortage, the supplier 
discovered the errors were due to manual counting 
of the boxes on shipping pallets. The potential error 
was made by visual counting and lack of verification 
processes between warehouse & shipping. 
 
 
 
 
 
 
 
 
 
 

The warehouse manager studied the issue by 
asking other organizations what they did to prevent 
errors in ‘hand counting’. Most switched to bar-
coding and radio frequency identification device 
(RFID) inventories, eliminating 99% of inventory 
errors made prior to shipping.

In this case, it is a simple solution to an easily 
identified problem. The level of effort needed 
to change the process was minimal. Holding 
committee meetings to further study this 
situation was unnecessary. Leadership knows 
the cause of the problem, therefore can solely 
recommend the solution without further 
debate or consideration . 

• Initiating source & 
real issue(s) defined 

• Opportunity or 
Problem Statement 
Developed

• Time to make a 
decision on the 
level of effort to 
design & Implement 
Change 

In some cases, the 
problem is obvious 
and so is the 
solution. 

Some simple solutions can 
end in creating even greater 
problems. The previous example 
solved the immediate problem of 
hand counting. Given the context 
& conditions, some change ideas 
or initiatives can benefit from 
using a screening criterion helping 
prevent unforeseen side effects from 
occurring during implementation. 
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Will the Change... 

• Introduce new risks which might adversely affect safety, 
quality, reliability and current outcomes?

• Require an increase in effort by those directly 
involved in it? 

• Impact extended stakeholders beyond 
those directly involved in the activity, task 
or service? 

• Provide an overall systemic value or is 
it based on a simple preference with 
limited organizational or service 
(customer/user) impact?

• Redefine or rearrange any 
associated existing priorities and 
performance expectations?

If the answer to these is NO, 
then putting a new process or 
idea in place should not result in 
unexpected or unwanted results. 

If the answer to any of these 
questions is “YES”, then further 
involvement will be required by 
the right people to ensure change 
implementation is deliberately planned 
with countermeasures in place to manage 
any potential barrier or level of initial 
misunderstanding .
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APPROPRIATE LEVEL AND 
TYPE OF EFFORT

Unlike simple problems resolved by implementing simple solutions, most 
of the challenges we face are more complex, less linear in nature. Even if a 
solution looks easy to design and implement, the transition from what we 
are doing today to what we need to start doing differently can carry unseen 
risks and errors. To minimize creating these error likely situations:

The leader selects or appoints a team, sometimes referred to as a 
working group or  change coalition. The team should be comprised 
of individuals affected by the change,  as well as those responsible 
for its implementation.

If the change is a legal or regulatory driven requirement, subject 
matter experts need to  be brought in early and often to ensure the 
steps in transition comply with both the  regulatory intent and the 
desired outcome. 

The team uses a structured approach to identify, characterize and 
resolve issues  relating to the proposed change(s). 

Though many types of decision making models exist, such as Cynefin 
(Snowden), AGILE, Value Streaming and others, few address the 
implementation process once a decision has been made. 

The Change Management Model is not intended nor designed to generate 
ideas.  Once the idea for improvement has been selected, either by the 
team or a single leader, success will depend on how it is implemented. 
Great ideas have failed due to a lack of careful planning, involvement and 
ongoing evaluation. 

Using two generalized worksheets created from various contributors can 
help identify and manage the challenges associated with change following 
the initial selection of ideas.
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CHANGE ANALYSIS 
WORKSHEET

Change Management Worksheet: Used to consider the current states of 
when, who, where, how and what involved in tasks or project execution & 
the impact of the proposed state. This helps an organization determine 
the possible impacts of change while in the planning process rather than 
suffering any neglected factors following implementation.

Factors Current State or 
Condition (Policy, 
Process, Practice)

Proposed State or 
Condition

Changes or 
Difference

Evaluation

When

What

Where

Who

How
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FORCE FIELD ANALYSIS

Driver/Resistance  Worksheet (also known as the Force Field Analysis:

Screening for unintended consequences or potentially hidden tripwires is imperative 
after decisions have been made about the specific elements that need to be changed. 

In most cases, it is beneficial to perform this as a team activity rather than as the sole 
task of a single individual -- no matter how informed they believe they are about their 
process or operation. 

People who design & develop improvement processes, steps or technological ‘fixes’ to 
issues they’ve identified, are often surprised others fail to see ”how good their ideas 
are.” 

“Every designer leaves a hole the user has to fill”— starting with the answer in mind. 
Those responsible for successful implementation do not even know what the question 
was. Automatically creating barriers and levels of resistance. This worksheet, used as a 
team activity can help identify, characterize and resolve issues while in the discussion 
and planning phase, limiting surprises triggered during implementation. 

Using the worksheet, teams identify the desired driver—steps, technological 
enhancements or new roles & responsibilities that support the change initiative in 
the Driver column. Next, they identify the most likely routes or types of resistance 
or barriers. Finally, potential solutions are determined to help mitigate, manage or 
eliminate the identified barriers or levels of resistance .

Activity or Step (Driver) Barrier or Challenge 
(Resistance)

Potential Solution
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COMMUNICATION 
REQUIREMENTS

In communication,  
consensus is an 
important part of 
the engagement 
process. By 
involving those 
most impacted 
by the change, 
adoption  & 
implementation 
is more likely. 
Employees are 
the solution not 
the problem, 
and those 
closest to the 
work can greatly 
reduce errors 
and mistakes 
by contributing 
their expertise 
and insights. 

Changes  require different forms of communication and decision 
making. 

Its most beneficial to use the Change Analysis Worksheet if changing 
an existing program or process to reduce impact and risk. The Change 
Analysis is not useful if designing or developing a new change without a 
history of past performance.

For instance, if an existing safety incentive program is being revised, the 
Change Analysis can help the leader or team gain insight on who, what, 
how and if timing of certain steps or activities is impacted. Once the 
options or alternatives are selected, team uses Force Field Worksheet to 
determine barriers, challenges and create implementation measures.

If the organization has never had a safety incentive program, the Force 
Field Worksheet functions as a useful standalone tool. 

What is the urgency in change implementation? 

Explore the urgency with the team, detailing what happens if ‘we don’t 
change.’ Communicate the specific benefits of the proposed change. 
Determine final actions for implementation, including the feedback 
process to monitor progress and observe continuous improvement.

However, consensus is generally an ineffective decision-making tool 
in situations with strong opposing opinions, highly charged emotions 
and when the risk of failure is unacceptable.  

In these cases, a team may reach an impasse, finding it difficult to 
determine solutions or to recognize an agreed upon path forward. The 
leader needs to consider the comments of the team and the opinions 
of those with experience and expertise. Ultimately, they will need to 
make the final determination.  In these cases, the principle “Everyone 
gets a voice, not everyone gets a vote” may apply. 

Develop implementation plans with supporting measures to guide 
implementation, monitoring signals for successes & lessons 
learned. 
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DIGGING
DEEPER

A supposedly simple & obvious solution was to 
substitute bar-coding for hand counting the boxes. 
Given the Screening Criteria Questions, the leader 
believed there might be a level of resistance due to a 
perceived initial increase in effort.

• Bar-codes and inventory databases would need to 
be created by those currently managing the pallets. 

• There may be concern this will eliminate positions 
(people) as the current inventory process is time 
consuming and requires overtime to be completed 
(perceived loss of income). 

The Change Analysis would be used to determine 
specifically any impacts to the ‘Who does What and 
How, Where and When” factors. 

Once these factors have been characterized or 
identified, the Force Field Analysis is used to identify 
potential barriers prior to implementation creating 
countermeasures to these barriers &any resistance. 

In this example, with less time hand counting, the 
supplier identified increased opportunities for 
revenue. Resources are better invested in more 
meaningful activities. Fewer errors in inventory 
lead to greater customer satisfaction & increased 
new orders. People provide greater value, to 
the company and personally, with additional 
resources.

Recall the 
previous example 
of the wine box 
shortage: 

Discrepancies 
due to hand 
counting 
negatively 
effected 
customers. 

In one instance 
the discrepancy 
was a 2,000 
count mistake. 
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Lucas’s Change Management Model

The Lucas Change Management Model is based upon the best 
practices used in a variety of situations for several years. It 
is a hybrid of well known & established models with a Human 
Performance Improvement focus. This focus includes these 
principles:

1. Humans are fallible and therefore, even our best trained and 
competent people will make mistakes—it is a matter of when, not 
if.

2. Errors follow a recurrent pattern based upon expectations and 
conditions, Error likely situations can often be identified and 
managed, but not always eliminated, as errors are unintentional. 
When an error cannot be prevented, the consequences need to 
be mitigated.

3. Blame and learning are mutually exclusive—we learn from 
learning why something happened, not who caused it to happen.

4. People are not a problem to control—they are the solution to the 
problems we face.

5. Operational excellence is measured by individual & 
organizational defenses not by solely measuring the absence 
of incidents. 

The Change Management Model supports the 
successful implementation of change initiatives 
and continuous 
improvement ideas.  
For information 
on how to develop 
these ideas, consult 
our other Human 
Performance 
Improvement booklet 
and resources .



The 
world as we 

have created it 
is a process of our 
thinking. It cannot 

be changed without 
changing our 

thinking.
- Albert Einstein
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