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Three dominant frameworks form one comprehensive map

Lewin

The Conceptual Foundation. Operates at
the level of social and psychological
equilibrium.

Kotter

The Organizational Playbook. Operates
at the level of structural momentum and
leadership sequencing.

ADKAR

The Individual Lens. Operates at the level
of personal, human transitions.

Used together, they offer a unified strategy for navigating complex change

without neglecting the system, the sequence, or the human.
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The Macro Lens: Conceptualizing Organizational Equilibrium
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Phase 1
Unfreeze

Disrupt the equilibrium. Challenge
assumptions, surface dissatisfaction,
and create psychological readiness.

& Most leaders underinvest here.

Phase 2

Change

The transition itself — messy, nonlinear,
anxiety-producing. Requires guidance
and reassurance, not just instruction.
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Phase 3
Refreeze

Actively reinforce new behaviors through
incentives, culture, systems, and practice
until they become the new normal.

Limitation: Assumes change has a clear end state.
Poorly fits fast-moving environments where “refreeze”
is barely achieved before the next change arrives.
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The Organizational Lens: Sequencing Leader-Led Momentum

Preparation Execution Institutionalization
8. Institute
) change: Embed
7. Sustain behaviors in
acceleration: culture and
6. Generate Use momentum hiring.
short-term to push deeper

5. Remove wins: Visible Change' 8

barriers: early success

Systematically defuses

4. En"st a C'ear Structural SkeptICS 7
volunteer army:  3nd cultural
3.Forma Grassroots obstacles.
strategic vision: = energy sustains 6
2. Build a guiding Provides clear momentum.
1. Create urgency: coalition: Requires direction of what )
Complacency, a diverse group ﬁ:ccess looks
not resistance, with credibility LA 4
stalls change. and trust, not just
Crises must be executives.
real; manufactured 3
ones backfire.
2 Limitation: Top-down orientation.
, ] Assumes a stable hierarchy.
1 | Critics note Step 4 can feel like

manufactured grassroots support
rather than genuine participation.
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The Micro Lens: Diagnhosing
Individual Human Transitions
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Awareness Desire Knowledge Ability Reinforcement
Gap Gap Gap Gap Gap
Of why change is needed. = Personal motivation. Of how to change. Implementing skills in Sustaining change.
Surface-level messaging Cannot be mandated— Requires training and practice. Knowing how Without it, people drift
rarely achieves genuine must be earned through information. is not the same as back to the easier,
understanding. trust, honesty, and doing it consistently. familiar groove.

addressing what people
stand to lose.

Limitation: Linear by design, which aids diagnosis but can be too tidy. In practice, people move back and forth, and a team
may be at completely different points simultaneously.

NAITECH Consult



Synthesizing the Multi-Level Map

Framework Level of Analysis Primary Contribution Key Limitation
Big-picture logic. Explains why | Struggles in fast-moving
Lewin Conceptual you must actively destabilize a | environments with no clear
system before you can rebuild it. | end state.
The leadership playbook. Highly top-down; risks
Kotter Organizational LRSI SE G LU manufacturing artificial
need to do to build momentum,
andiiwhiat order grassroots support.
!
The human reality check. Overly linear
ADKAR e Proves that large-scale change | representation of messy,

only happens one person at a
time.

fluctuating human
transitions.

NAITECH Consult



The Danger of a Single Lens

Kotter . ADKAR

Kotter without ADKAR (Organizational)  (Individual) ADKAR without Kotter
Produces strong political | ' Generates high individual
coalitions and momentum, but | awareness and desire, but lacks
neglects the individual The most common the organizational architecture

experience, leading to quiet e :
non-compliance. leadership mistake is

using only one lens.

and structural momentum to
scale the change.

Lewin
(Conceptual)

Lewin reminds all camps that the unfreezing work is never finished as fast as anyone thinks.
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