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Defining Culture and Change 
A n  o r g a n i z a t i o n ' s  c u l t u r e  c o n s i s t s  o f  s h a r e d  b e l i e f s  a n d  v a l u e s  e s t a b l i s h e d  b y  l e a d e r s  a n d  t h e n  
c o m m u n i c a t e d  a n d  r e i n f o r c e d  t h r o u g h  v a r i o u s  m e t h o d s  t o  e m p l o y e e s .  T h e  o r g a n i z a t i o n ’ s  c u l t u r e  
s h a p e s  e m p l o y e e  p e r c e p t i o n s ,  b e h a v i o r s ,  a n d  u n d e r s t a n d i n g ,  a n d  d e f i n e s  t h e  p r o p e r  w a y  t o  b e h a v e  
w i t h i n  t h e  o r g a n i z a t i o n . 1 T h e r e f o r e ,  “ o r g a n i z a t i o n a l  c u l t u r e  o f t e n  m i r r o r s  t h e  o r g a n i z a t i o n ’ s  c o r e  
v a l u e s  a n d  d i r e c t l y  r e f l e c t s  t h e  o r g a n i z a t i o n ’ s  l e a d e r s h i p . ” 2 A c c o r d i n g  t o  s c h o l a r s  a t  t h e  U n i v e r s i t y  
o f  M i c h i g a n ,  t h e r e  a r e  f o u r  t y p e s  o f  o r g a n i z a t i o n a l  c u l t u r e ,  a s  d e s c r i b e d  i n  t h e  f o l l o w i n g  f i g u r e .  
 

T y p e s  o f  O r g a n i za t i on a l  C u l t u r e  

 
S o u r c e :  N o r t h c e n t r a l  U n i v e r s i t y 3 
 

O r g a n i z a t i o n a l  c u l t u r e  c a n  f a c i l i t a t e  t h e  a c h i e v e m e n t  o f  t h e  o r g a n i z a t i o n ’ s  o b j e c t i v e s ,  a t t r a c t  t h e  
r i g h t  e m p l o y e e s ,  c u s t o m e r s ,  a n d  k e y  s t a k e h o l d e r s .  A l t h o u g h  a n  o r g a n i z a t i o n ’ s  c u l t u r e  i s  n o t  s t a t i c ,  
i t  c a n  a l s o  b e  r e s i s t a n t  t o  c h a n g e  e f f o r t s .  I n  s o m e  c a s e s ,  c u l t u r e  c o n s t i t u t e s  a  b a r r i e r  a g a i n s t  
o r g a n i z a t i o n a l  p r o d u c t i v i t y  a n d  p e r f o r m a n c e .  T h e r e f o r e ,  a n  o r g a n i z a t i o n ’ s  l e a d e r s  n e e d  t o  e n g a g e  
i n  d e l i b e r a t e  c u l t u r a l  t r a n s f o r m a t i o n s  a n d  c h a n g e  m a n a g e m e n t  p r a c t i c e s . 4  
 
A d d i t i o n a l l y ,  R T I  I n t e r n a t i o n a l  n o t e s  t h e  m a n y  w a y s  t o  c l a s s i f y  c h a n g e  b a s e d  o n  t h e  o r i g i n ,  
e x e c u t i o n  a p p r o a c h ,  a n d  s c a l e  o f  t h e  c h a n g e . 5 T h e  f i g u r e  b e l o w  i l l u s t r a t e s  t h e s e  c o n c e p t s .   
 

T y p e s  o f  C h a n g e  

BY ORIGIN 

P l a n n e d  

D e f i n i t i o n  
C h a n g e  i s  a  d e l i b e r a t e  e f f o r t ,  t y p i c a l l y  p u s h e d  b y  a  c o r e  g r o u p  o f  c e n t r a l i z e d  
a n d  i n f l u e n t i a l  c h a n g e  a g e n t s .  

P r o s  
S u c c e s s f u l  h i s t o r y  o f  e f f e c t i v e n e s s ,  c o m m o n  a n d  e a s i l y  u n d e r s t o o d  a p p r o a c h ,  
c o n t r o l l e d ,  a n d  p r e m e d i t a t e d  c h a n g e .  

C o n s  
D o e s  n o t  p r o v i d e  r a p i d  t r a n s f o r m a t i o n ,  d o e s  n o t  a c c o u n t  w e l l  f o r  h i g h  
v a r i a b i l i t y  i n  c o n d i t i o n s ,  n o t  w e l l  s u i t e d  f o r  c r i s i s  s i t u a t i o n s  w h e r e  m o r e  
d i r e c t i v e  c h a n g e  m a n a g e m e n t  a p p r o a c h e s  m a y  b e  r e q u i r e d .  

R e s p o n s e  

D e f i n i t i o n  
T h i s  t y p e  o f  c h a n g e  r e s u l t s  f r o m  a  s i t u a t i o n a l  c o n d i t i o n  t h a t  r e q u i r e s  a c t i o n ,  
o f t e n  a  c r i s i s .  T y p i c a l l y ,  t h i s  i s  m o r e  d i r e c t i v e  t h a n  c o l l a b o r a t i v e ,  a n d  m a n a g e r s  
h a v e  l i t t l e  c o n t r o l  o r  i n f l u e n c e  o v e r  s i t u a t i o n a l  v a r i a b l e s .  

P r o s  
G e n e r a l l y  e a s i e r  t o  a c h i e v e  c o l l e c t i v e  w i l l  f o r  c h a n g e ,  c a n  h a v e  a  c a t a l y t i c  
c h a n g e  e f f e c t  f o s t e r i n g  f a s t e r  t r a n s f o r m a t i o n .  

C o n s  
P o t e n t i a l l y  s h o r t - l i v e d  c h a n g e  o u t c o m e s ,  h i g h e r  r i s k  o f  o v e r c o r r e c t i o n  o r  
i m p r e c i s e  s o l u t i o n .  

E m e r g e n t  

D e f i n i t i o n  
C h a n g e  i s  a  c o n t i n u o u s ,  o p e n - e n d e d  p r o c e s s  o f  a d a p t a t i o n  t o  e v o l v i n g  
c i r c u m s t a n c e s  a n d  c o n d i t i o n s .  

P r o s  
B e t t e r  s u i t e d  f o r  u n p r e d i c t a b i l i t y  a n d  r a p i d l y  c h a n g i n g  c o n d i t i o n s ,  b e t t e r  
a l i g n e d  t o  c o n c e p t s  o f  c o n t i n u o u s  i m p r o v e m e n t .  

C o n s  L e s s - c o n t r o l l e d  c h a n g e ,  c h a r a c t e r i z e d  b y  h i g h e r  l e v e l s  o f  a m b i g u i t y .  

Clan-Oriented Culture

•"Family-like" cultures that 
focus on mentoring, 
nurturing, and "doing 
things together."

Adhocracy-Oriented 
Culture

•A dynamic and 
entrepreneurial culture, 
with a focus on risk-taking, 
innovation, and "doing 
things first."

Market-Oriented Culture

•Results-oriented, with a 
focus on competition, 
achievement, and "getting 
the job done."

Hierarchy-Oriented Culture

•Sturctured and controlled, 
with a focus on efficiency, 
stability, and "doing things 
right."
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BY EXECUTION 

S t r u c t u r a l  

D e f i n i t i o n  
T h i s  a p p r o a c h  t e n d s  t o  e m p h a s i z e  e x e c u t i o n  f o c u s e d  o n  t h e  s t r u c t u r e s ,  
s y s t e m s ,  a n d  p r o c e s s e s  a s s o c i a t e d  w i t h  t h e  d e s i r e d  r e s u l t s .  

P r o s  
E m p h a s i z e s  t h e  s p e c i f i c  s y s t e m i c ,  s t r u c t u r a l ,  a n d  o p e r a t i o n a l  c h a n g e s  n e e d e d ,  
s i m p l e r  t o  o r g a n i z e  a n d  e x e c u t e ,  r e s u l t s  o r i e n t e d ,  m a y  b e  f a s t e r  t o  a c c o m p l i s h .  

C o n s  
C a n  b e  t o o  d r a s t i c  t o  g a i n  a c c e p t a n c e ,  o f t e n  e x e c u t e d  a s  t o p  d o w n  r a t h e r  t h a n  
i n c l u s i v e ,  s o m e t i m e s  t o o  “ p r o g r a m ”  s p e c i f i c  t o  a f f e c t  l a s t i n g  b e h a v i o r a l  c h a n g e .  

C u l t u r a l  

D e f i n i t i o n  
C u l t u r a l  c h a n g e  t e n d s  t o  r e i n f o r c e  t r u s t ,  c o m m i t m e n t ,  a n d  c a p a b i l i t y .  B o t t o m -
u p  e n g a g e m e n t  i s  a  h a l l m a r k  o f  e x e c u t i o n ,  a s  i s  t h e  e x p e c t a t i o n  t h a t  c h a n g e  w i l l  
r e q u i r e  e x p e r i m e n t a t i o n  a n d  a d a p t a t i o n .  

P r o s  
E n c o u r a g e s  p a r t i c i p a t i o n ,  t y p i c a l l y  f o c u s e s  o n  t h e  w a y  p e o p l e  t h i n k  r a t h e r  t h a n  
w h a t  t h e y  d o ,  o f t e n  g e n e r a t e s  g r e a t e r  b u y - i n  t o  t h e  c h a n g e  e f f o r t .  

C o n s  
M a y  b e  t o o  u n s p e c i f i c  t o  b e  a c t i o n a b l e ,  p r o c e s s  i s  l e s s  c l e a r  a n d  t h e r e f o r e  
e a s i e r  t o  d e r a i l  o r  m a n i p u l a t e ,  r e q u i r e s  m o r e  t i m e  t h a n  s t r u c t u r a l  c h a n g e .  

BY SCALE 

F i n e  T u n i n g  D e f i n i t i o n  S m a l l ,  o n g o i n g  a d a p t a t i o n  t o  s t r a t e g y  o r  p o l i c y  

I n c r e m e n t a l  
A d j u s t m e n t  

D e f i n i t i o n  D i s t i n c t  m o d i f i c a t i o n s  t o  p r o c e s s e s  a n d  s t r a t e g i e s ,  b u t  n o t  r a d i c a l  c h a n g e  

M o d u l a r  
T r a n s f o r m a t i o n  

D e f i n i t i o n  
M a j o r  s h i f t s  i n  o n e  o r  m o r e  g r o u p s  o r  d e p a r t m e n t s ;  m a y  i n c l u d e  r a d i c a l  c h a n g e  
b u t  o n l y  i n  p a r t  o f  a n  o r g a n i z a t i o n  

S y s t e m  
T r a n s f o r m a t i o n  

D e f i n i t i o n  
F o c u s e s  o n  t h e  w h o l e  o r g a n i z a t i o n ,  t y p i c a l l y  r a d i c a l  a l t e r a t i o n s  ( e . g . ,  r e -
o r g a n i z a t i o n ,  c h a n g e  t o  i n t e r a c t i o n  p a t t e r n s ,  e t c . )  

S o u r c e :  R T I  I n t e r n a t i o n a l 6 

 

C u l t u r e  a n d  C h a n g e  i n  E d u ca t i o n  

A  s c h o o l ’ s  c u l t u r e  h a s  d e e p l y  r o o t e d  t r a d i t i o n s ,  v a l u e s ,  a n d  b e l i e f s .  S o m e  o f  t h e s e  c o m p o n e n t s  a r e  
c o m m o n  a c r o s s  s c h o o l s  a n d  s o m e  o f  t h e m  a r e  u n i q u e  a n d  e m b e d d e d  i n  a  p a r t i c u l a r  s c h o o l ’ s  h i s t o r y  
a n d  l o c a t i o n .  I t  i s  t h e  s c h o o l  c o m m u n i t y — t e a c h e r s ,  s t u d e n t s ,  p a r e n t s ,  a n d  s t a f f —  w h o  c o l l e c t i v e l y  
b u i l d  t h e  s c h o o l  c u l t u r e .  H e n c e ,  m a n a g i n g  a  s c h o o l ’ s  c u l t u r e  d o e s  n o t  d e p e n d  o n  t h e  a u t h o r i t y  o f  t h e  
s c h o o l  l e a d e r s h i p ,  b u t  o n  t h e  i n f l u e n c e  o f  t h e  s c h o o l  l e a d e r s  t o  i n f l u e n c e  o v e r  t h e s e  b e h a v i o r s ,  
b e l i e f s ,  a n d  v a l u e s . 7 

 

O r g a n i z a t i o n a l  c h a n g e  i n  s c h o o l s  i s  “ a n y  a l t e r a t i o n ,  b e t t e r m e n t ,  i m p r o v e m e n t ,  r e s t r u c t u r i n g ,  o r  
a d j u s t m e n t  i n  t h e  p r o c e s s  o r  c o n t e n t s  o f  e d u c a t i o n  i n  s c h o o l s . ” 8 O r g a n i z a t i o n a l  c h a n g e  i n  e d u c a t i o n  
a i m s  t o  i m p r o v e  s t u d e n t  l e a r n i n g  a n d  l e a r n i n g  c o n d i t i o n s ,  t h e r e f o r e ,  s c h o o l  l e a d e r s  a n d  e d u c a t o r s  
o f t e n  l e a d  t r a n s f o r m a t i v e  c h a n g e  i n  c l a s s r o o m s ,  s c h o o l  s y s t e m s ,  a n d  b o a r d  r o o m s . 9 H o w e v e r ,  a s  t h e  
A S C D  n o t e s ,  “ a  p o l i c y  c h a n g e  w i t h o u t  c u l t u r a l  c h a n g e  i s  a n  e x e r c i s e  i n  f u t i l i t y  a n d  f r u s t r a t i o n . ” 10 
M o r e o v e r ,  t h e  C O V I D - 1 9  p a n d e m i c  h a s  c h a n g e d  h o w  s c h o o l s  a n d  d i s t r i c t s  b u i l d  a n d  u n d e r s t a n d  
c u l t u r e ,  r e v e a l i n g  t h e  n e e d  t o  b u i l d  p o s i t i v e  s c h o o l  c u l t u r e s  t h a t  s u p p o r t  s t u d e n t  e m o t i o n a l  
l e a r n i n g ,  a n d  f a v o r s  s t r o n g  r e l a t i o n s h i p s  a m o n g  t h e  m e m b e r s  o f  t h e  s c h o o l  c o m m u n i t y . 11  

 

F u l l a n ’ s  E d u ca t i o n a l  C h a n g e  a n d  C o h e r e n c e  F r a m e w o r k  

M i c h a e l  F u l l a n ,  a  C a n a d i a n  e d u c a t i o n  p o l i c y  a d v i s o r  a n d  w o r l d w i d e  a u t h o r i t y  o n  e d u c a t i o n a l  r e f o r m ,  
h a s  f o c u s e d  h i s  w o r k  o n  e d u c a t i o n a l  c h a n g e 12.  H e  p r o p o s e d  t h a t  t h e r e  a r e  f o u r  b r o a d  p h a s e s  i n  t h e  
c h a n g e  p r o c e s s :  i n i t i a t i o n ,  i m p l e m e n t a t i o n ,  c o n t i n u a t i o n ,  a n d  o u t c o m e . 13 T h e  f o l l o w i n g  f i g u r e  
p r o v i d e s  m o r e  d e t a i l s  o f  e a c h  p h a s e .  
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F u l l a n ’ s  Ch a n g e  M o de l  

 

S o u r c e :  P e n n s y l v a n i a  S t a t e  U n i v e r s i t y 14 

 

F u l l a n  a l s o  n o t e s  t h a t  w h e n  e n g a g i n g  i n  t h e  c h a n g e  p r o c e s s ,  a l l  s u c c e s s f u l  s c h o o l s  e x p e r i e n c e  
i m p l e m e n t a t i o n  d i p s ,  w h i c h  r e f e r s  t o  “ a  d i p  i n  p e r f o r m a n c e  a n d  c o n f i d e n c e  a s  o n e  e n c o u n t e r s  a n  
i n n o v a t i o n  t h a t  r e q u i r e s  n e w  s k i l l s  a n d  n e w  u n d e r s t a n d i n g s . ” 15 A s  d e s c r i b e d  i n  t h e  f o l l o w i n g  f i g u r e ,  
s c h o o l  l e a d e r s  s h o u l d  u n d e r s t a n d  t h a t  p e o p l e  i n  t h e i r  c o m m u n i t y  e x p e r i e n c e  t w o  k i n d s  o f  p r o b l e m s  
w h e n  t h e y  a r e  i n  t h e  d i p :  t h e  s o c i a l - p s y c h o l o g i c a l  f e a r  o f  c h a n g e ,  a n d  t h e  l a c k  o f  t e c h n i c a l  k n o w -
h o w  o r  s k i l l s  t o  m a k e  t h e  c h a n g e  w o r k .  T h e r e f o r e ,  l e a d e r s  n e e d  a f f i l i a t i v e  a n d  c o a c h i n g  s t y l e s  i n  
t h e s e  s i t u a t i o n s . 16 

 
T h e  T w o  K i n d s  o f  I mp l e m e n t a t i o n  Pr o b l e m s  

 

S o u r c e :  E a r l y  C h i l d h o o d  T e c h n i c a l  A s s i s t a n c e  C e n t e r 17 

Initiation

•Affected by the existence and quality of innovations, access to innovations, advocacy
from central administration, teacher advocacy, and external change agents

Implementation

•Characteristics of change (need of change, clarity about goals and needs, complexity: the
extent of change required to those responsible for implementation, quality, and
practicality of the program). Affected by local factors (the school district, board of
community, principal, teacher) and external factors (government and other agencies).

Continuation

•Continuation is a decision about the institutionalization of innovation based on the
reaction to the change, which may be negative or positive. Continuation depends on
whether or not: the change gets embedded/built into the structure (through
policy/budget/timetable), the change has generated a critical mass of administrators or
teachers who are skilled and committed to it, and the change has established procedures
for continuing assistance.

Outcome

•Attention to the following perspectives on the change process may support the
achievement of a positive or successful change outcome: (1) active initiation and
participation, (2) pressure, support, and negotiation, (3) changes in skills, thinking, and
committed actions, and (4) overriding problem of ownership

Social-psychological fear of change

•Prefer to keep things the way they are, “Things are fine as they are.”

•Denial, “It’s not going to happen.”

•General mistrust of the change leaders “They don’t know what they are doing.”

Lack of technical know-how or skills to make the change work

•Weak introduction to the innovation

•Few opportunities to receive embedded job support/coaching

•Insufficient resources to support implementation
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L i k e w i s e ,  M i c h a e l  F u l l a n  a n d  J o a n n e  Q u i n n ,  “ a n  i n t e r n a t i o n a l  c o n s u l t a n t  a n d  a u t h o r  o n  s y s t e m  
c h a n g e ,  l e a d e r s h i p ,  a n d  l e a r n i n g , ”  i n t r o d u c e d  t h e  c o h e r e n c e  f r a m e w o r k  t o  h e l p  s c h o o l  l e a d e r s  
s u p p o r t  t h e i r  s y s t e m s . 18 A c c o r d i n g  t o  F u l l a n  a n d  Q u i n n ,  c o h e r e n c e  i s  “ t h e  s h a r e d  d e p t h  o f  
u n d e r s t a n d i n g  a b o u t  t h e  n a t u r e  o f  t h e  w o r k . ” 19 T h e  c o h e r e n c e  f r a m e w o r k  c o n s i s t s  o f  t h e  f o u r  
c o m p o n e n t s  d e s c r i b e d  i n  t h e  f o l l o w i n g  f i g u r e .  

 
C o h e r e n c e  F ra m e w o r k  C o n n e c t e d  C o m p o n e n t s  

 

S o u r c e :  S c h o o l  A d m i n i s t r a t o r 20 

 

Change Strategies  
“ T h e r e  a r e  a  n u m b e r  o f  w a y s  t o  a p p r o a c h  c h a n g e  a n d  t h e r e  i s  n o  o n e  s t r a t e g y  t h a t  w i l l  s u i t  e v e r y  
e v e n t u a l i t y .  [ T h e r e f o r e ] ,  t h e  s t r a t e g y  c h o s e n  t o  a f f e c t  c h a n g e  s h o u l d  b e  t h e  m o s t  a p p r o p r i a t e  f o r  
t h e  p a r t i c u l a r  c h a n g e  [ i n t e n d e d ] . ” 21 F o r  i n s t a n c e ,  W i l l i a m  L o c k i t t ,  a n  e d u c a t i o n  s c h o l a r ,  
d i s t i n g u i s h e s  t h e  f i v e  b r o a d  c h a n g e  s t r a t e g i e s  d e s c r i b e d  b e l o w .  

 

T y p e s  o f  C h a n g e  S t r a t e g i e s  

STRATEGY TYPE DEFINITION ADVANTAGES  DISADVANTAGES 

D i r e c t i v e  
S t r a t e g i e s  

T h i s  s t r a t e g y  h i g h l i g h t s  t h e  
m a n a g e r s ’  r i g h t  t o  m a n a g e  
c h a n g e  a n d  t h e  u s e  o f  
a u t h o r i t y  t o  i m p o s e  c h a n g e  
w i t h  l i t t l e  o r  n o  i n v o l v e m e n t  
o f  o t h e r  p e o p l e  

C h a n g e  c a n  b e  u n d e r t a k e n  
q u i c k l y .  

I t  d o e s  n o t  t a k e  i n t o  
c o n s i d e r a t i o n  t h e  v i e w s ,  o r  
f e e l i n g s ,  o f  t h o s e  i n v o l v e d  i n ,  
o r  a f f e c t e d  b y ,  t h e  i m p o s e d  
c h a n g e .  

E x p e r t  
S t r a t e g i e s  

T h i s  a p p r o a c h  s e e s  t h e  
m a n a g e m e n t  o f  c h a n g e  a s  a  
p r o b l e m - s o l v i n g  p r o c e s s  t h a t  
n e e d s  t o  b e  r e s o l v e d  b y  a n  
‘ e x p e r t ’ .  

E x p e r t s  p l a y  a  m a j o r  r o l e  i n  
t h e  s o l u t i o n  a n d  t h e  s o l u t i o n  
c a n  b e  i m p l e m e n t e d  q u i c k l y  
a s  a  s m a l l  n u m b e r  o f  ‘ e x p e r t s ’  
a r e  i n v o l v e d  

T h o s e  a f f e c t e d  m a y  h a v e  
d i f f e r e n t  v i e w s  t h a n  t h o s e  o f  
t h e  e x p e r t  a n d  m a y  n o t  
a p p r e c i a t e  t h e  s o l u t i o n  b e i n g  
i m p o s e d  o r  t h e  o u t c o m e s  o f  
t h e  c h a n g e s  m a d e  

N e g o t i a t i n g  
S t r a t e g i e s  

T h i s  a p p r o a c h  h i g h l i g h t s  t h e  
w i l l i n g n e s s  o n  t h e  p a r t  o f  
s e n i o r  m a n a g e r s  t o  n e g o t i a t e  
a n d  b a r g a i n  i n  o r d e r  t o  e f f e c t  
c h a n g e .  

I n d i v i d u a l s  w i l l  f e e l  i n v o l v e d  
i n  t h e  c h a n g e  a n d  b e  m o r e  
s u p p o r t i v e  o f  t h e  c h a n g e s  
m a d e .  

I t  t a k e s  m o r e  t i m e  t o  e f f e c t  
c h a n g e ,  t h e  o u t c o m e s  c a n n o t  
b e  p r e d i c t e d ,  a n d  t h e  
c h a n g e s  m a d e  m a y  n o t  f u l f i l l  
t h e  t o t a l  e x p e c t a t i o n s  o f  t h e  
m a n a g e r s  a f f e c t i n g  t h e  
c h a n g e .  

Focusing Direction

•Coherence makers should 
have a clear purpose, goals, 
and strategies to mobilize 
people.

Cultivating Collaborative 
Cultures

• Leaders establish a 
nonjudgmental culture of 
growth, where making 
mistakes is part of the 
learning process. 

Deepening Learning

•Create communities of 
collective inquiry that 
deeply examine instructional 
practices and student 
impact.

Securing Accountability

•Build strong internal 
accountability, meaning that 
the group takes self and 
collective responsibility for 
its performance and 
reinforces this by engaging 
in the external 
accountability framework.



G t  
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STRATEGY TYPE DEFINITION ADVANTAGES  DISADVANTAGES 

E d u c a t i v e  
S t r a t e g i e s  

T h i s  a p p r o a c h  i n v o l v e s  
c h a n g i n g  p e o p l e ’ s  v a l u e s  a n d  
b e l i e f s ,  ‘ w i n n i n g  h e a r t s  a n d  
m i n d s ’ ,  i n  o r d e r  f o r  t h e m  t o  
f u l l y  s u p p o r t  t h e  c h a n g e s  
b e i n g  m a d e  a n d  m o v e  t o w a r d  
t h e  d e v e l o p m e n t  o f  a  s h a r e d  
s e t  o f  o r g a n i z a t i o n a l  v a l u e s  
t h a t  i n d i v i d u a l s  a r e  w i l l i n g ,  
a n d  a b l e  t o  s u p p o r t .  

I n d i v i d u a l s  w i t h i n  t h e  
o r g a n i z a t i o n  w i l l  h a v e  a  
p o s i t i v e  c o m m i t m e n t  t o  t h e  
c h a n g e s  b e i n g  m a d e .  

I t  t a k e s  l o n g e r  t o  i m p l e m e n t  

P a r t i c i p a t i v e  
S t r a t e g i e s  

T h i s  s t r a t e g y  s t r e s s e s  t h e  f u l l  
i n v o l v e m e n t  o f  a l l  o f  t h o s e  
i n v o l v e d  a n d  a f f e c t e d  b y  t h e  
a n t i c i p a t e d  c h a n g e s .  
A l t h o u g h  d r i v e n  b y  s e n i o r  
m a n a g e r s  t h e  p r o c e s s  w i l l  b e  
l e s s  m a n a g e m e n t  d o m i n a t e d  
a n d  d r i v e n  m o r e  b y  g r o u p s  o r  
i n d i v i d u a l s  w i t h i n  t h e  
o r g a n i z a t i o n .  

A n y  c h a n g e s  m a d e  a r e  m o r e  
l i k e l y  t o  b e  s u p p o r t e d  d u e  t o  
t h e  i n v o l v e m e n t  o f  a l l  t h o s e  
a f f e c t e d .  T h e  c o m m i t m e n t  o f  
i n d i v i d u a l s  a n d  g r o u p s  w i t h i n  
t h e  o r g a n i z a t i o n  w i l l  
i n c r e a s e  a s  t h o s e  i n d i v i d u a l s  
a n d  g r o u p s  f e e l  o w n e r s h i p  
o v e r  t h e  c h a n g e s  b e i n g  
i m p l e m e n t e d .  

I t  c a n  t a k e  a  l o n g  t i m e  t o  
i m p l e m e n t  a n d  c a n  b e  m o r e  
c o s t l y  d u e  t o  t h e  n u m b e r  o f  
m e e t i n g s  t h a t  t a k e  p l a c e .  

S o u r c e :  W i l l i a m  L o c k i t t 22 

 

C h a n g e  m a n a g e m e n t  l i t e r a t u r e  o f t e n  r e f e r s  t o  t h e  m o d e l s  p r o p o s e d  b y  J h o n  K o t t e r  a n d  K u r t  L e w i n  
a s  t h e  m o s t  c o m m o n l y  u s e d  b y  b u s i n e s s  l e a d e r s  p u r s u i n g  o r g a n i z a t i o n a l  c h a n g e s .  

 

K o t t e r ’ s  E i g h t - S t e p  C h a n g e  M o d e l  

J o h n  K o t t e r ,  a  H a r v a r d  B u s i n e s s  S c h o o l  P r o f e s s o r ,  i n t r o d u c e d  a n  e i g h t - s t e p  m o d e l  o f  c h a n g e .  T h i s  
s t e p - b y - s t e p  m o d e l  p r o v i d e s   g u i d a n c e  o n  t h e  e n t i r e  p r o c e s s  o f  c h a n g e  a n d  e m p h a s i z e s  b u i l d i n g  
a c c e p t a b i l i t y  f o r  c h a n g e  b y  e m p l o y e e s  f o r  t h e  s u c c e s s  o f  t h e  o v e r a l l  p r o c e s s . 23 

 

K o t t e r ’ s  E i g h t - S t e p  Ch a n g e  M o d e l  

STEP DEFINITION RECOMMENDED ACTIONS 

S T E P  1  

C r e a t e  a  S e n s e  o f  
U r g e n c y  

H e l p  o t h e r s  s e e  t h e  n e e d  
f o r  c h a n g e  t h r o u g h  a  
b o l d ,  a s p i r a t i o n a l  
o p p o r t u n i t y  s t a t e m e n t  
t h a t  c o m m u n i c a t e s  t h e  
i m p o r t a n c e  o f  a c t i n g  
i m m e d i a t e l y .  

•  I d e n t i f y i n g  a n d  h i g h l i g h t i n g  t h e  p o t e n t i a l  t h r e a t s  a n d  t h e  
r e p e r c u s s i o n s  w h i c h  m i g h t  c r o p  u p  i n  t h e  f u t u r e .  

•  E x a m i n i n g  t h e  o p p o r t u n i t i e s  w h i c h  c a n  b e  t a p p e d  t h r o u g h  
e f f e c t i v e  i n t e r v e n t i o n s .  

•  I n i t i a t e  h o n e s t  d i a l o g u e s  a n d  d i s c u s s i o n s  t o  m a k e  p e o p l e  t h i n k  
o v e r  t h e  p r e v a l e n t  i s s u e s  a n d  g i v e  c o n v i n c i n g  r e a s o n s  t o  t h e m .  

•  R e q u e s t  t h e  i n v o l v e m e n t  a n d  s u p p o r t  o f  t h e  i n d u s t r y  p e o p l e ,  
k e y  s t a k e h o l d e r s ,  a n d  c u s t o m e r s  o n  t h e  i s s u e  o f  c h a n g e .  

S T E P  2  

B u i l d  a  G u i d i n g  
C o a l i t i o n  

A  v o l u n t e e r  a r m y  n e e d s  
a  c o a l i t i o n  o f  e f f e c t i v e  
p e o p l e  –  b o r n  o f  i t s  o w n  
r a n k s  –  t o  g u i d e  i t ,  
c o o r d i n a t e  i t ,  a n d  
c o m m u n i c a t e  i t s  
a c t i v i t i e s .  

•  I d e n t i f y i n g  t h e  e f f e c t i v e  c h a n g e  l e a d e r s  i n  y o u r  o r g a n i z a t i o n s  
a n d  a l s o  t h e  k e y  s t a k e h o l d e r s ,  r e q u e s t i n g  t h e i r  i n v o l v e m e n t  
a n d  c o m m i t m e n t  t o w a r d s  t h e  e n t i r e  p r o c e s s .  

•  F o r m  a  p o w e r f u l  c h a n g e  c o a l i t i o n  t h a t  w o u l d  b e  w o r k i n g  a s  a  
t e a m .  

•  I d e n t i f y  t h e  w e a k  a r e a s  i n  t h e  c o a l i t i o n  t e a m s  a n d  e n s u r e  t h a t  
t h e  t e a m  i n v o l v e s  m a n y  i n f l u e n t i a l  p e o p l e  f r o m  v a r i o u s  c r o s s -
f u n c t i o n a l  d e p a r t m e n t s  a n d  w o r k i n g  i n  d i f f e r e n t  l e v e l s  i n  t h e  
c o m p a n y .  



G t  
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S T E P  3  

F o r m  A  S t r a t e g i c  
V i s i o n  a n d  
I n i t i a t i v e s  

C l a r i f y  h o w  t h e  f u t u r e  
w i l l  b e  d i f f e r e n t  f r o m  
t h e  p a s t  a n d  h o w  y o u  c a n  
m a k e  t h a t  f u t u r e  a  
r e a l i t y  t h r o u g h  
i n i t i a t i v e s  l i n k e d  
d i r e c t l y  t o  t h e  v i s i o n .  

•  D e t e r m i n i n g  t h e  c o r e  v a l u e s ,  d e f i n i n g  t h e  u l t i m a t e  v i s i o n ,  a n d  
t h e  s t r a t e g i e s  f o r  r e a l i z i n g  a  c h a n g e  i n  a n  o r g a n i z a t i o n .  

•  E n s u r e  t h a t  t h e  c h a n g e  l e a d e r s  c a n  d e s c r i b e  t h e  v i s i o n  
e f f e c t i v e l y  a n d  i n  a  m a n n e r  t h a t  p e o p l e  c a n  e a s i l y  u n d e r s t a n d  
a n d  f o l l o w .  

S T E P  4  

E n l i s t  a  V o l u n t e e r  
A r m y  

L a r g e - s c a l e  c h a n g e  c a n  
o n l y  o c c u r  w h e n  m a s s i v e  
n u m b e r s  o f  p e o p l e  r a l l y  
a r o u n d  a  c o m m o n  
o p p o r t u n i t y .  T h e y  m u s t  
b e  b o u g h t - i n  a n d  u r g e n t  
t o  d r i v e  c h a n g e  –  m o v i n g  
i n  t h e  s a m e  d i r e c t i o n  

•  C o m m u n i c a t e  t h e  c h a n g e  i n  t h e  v i s i o n  v e r y  o f t e n  p o w e r f u l l y  
a n d  c o n v i n c i n g l y .  C o n n e c t  t h e  v i s i o n  w i t h  a l l  t h e  c r u c i a l  
a s p e c t s  l i k e  p e r f o r m a n c e  r e v i e w s ,  t r a i n i n g ,  e t c .  

•  H a n d l e  t h e  c o n c e r n s  a n d  i s s u e s  o f  p e o p l e  h o n e s t l y  a n d  w i t h  
i n v o l v e m e n t .  

S E P  5  

E n a b l e  A c t i o n  b y  
R e m o v i n g  B a r r i e r s  

R e m o v i n g  b a r r i e r s  s u c h  
a s  i n e f f i c i e n t  p r o c e s s e s  
a n d  h i e r a r c h i e s  p r o v i d e s  
t h e  f r e e d o m  n e c e s s a r y  
t o  w o r k  a c r o s s  s i l o s  a n d  
g e n e r a t e  r e a l  i m p a c t .  

•  E n s u r e  t h a t  t h e  o r g a n i z a t i o n a l  p r o c e s s e s  a n d  s t r u c t u r e  a r e  i n  
p l a c e  a n d  a l i g n e d  w i t h  t h e  o v e r a l l  o r g a n i z a t i o n a l  v i s i o n .  

•  C o n t i n u o u s l y  c h e c k  f o r  b a r r i e r s  o r  p e o p l e  w h o  a r e  r e s i s t i n g  
c h a n g e .  I m p l e m e n t  p r o a c t i v e  a c t i o n s  t o  r e m o v e  t h e  o b s t a c l e s  
i n v o l v e d  i n  t h e  p r o c e s s  o f  c h a n g e .  

•  R e w a r d  p e o p l e  f o r  e n d o r s i n g  c h a n g e  a n d  s u p p o r t i n g  i n  t h e  
p r o c e s s .  

S T E P  6  

G e n e r a t e  S h o r t -
T e r m  W i n s  

W i n s  a r e  t h e  m o l e c u l e s  
o f  r e s u l t s .  T h e y  m u s t  b e  
r e c o g n i z e d ,  c o l l e c t e d ,  
a n d  c o m m u n i c a t e d  –  
e a r l y  a n d  o f t e n  –  t o  
t r a c k  p r o g r e s s  a n d  
e n e r g i z e  v o l u n t e e r s  t o  
p e r s i s t .  

•  B y  c r e a t i n g  s h o r t - t e r m  w i n s  e a r l y  i n  t h e  c h a n g e  p r o c e s s ,  y o u  
c a n  g i v e  a  f e e l  o f  v i c t o r y  i n  t h e  e a r l y  s t a g e s  o f  c h a n g e .  

•  C r e a t e  m a n y  s h o r t - t e r m  t a r g e t s  i n s t e a d  o f  o n e  l o n g - t e r m  g o a l ,  
w h i c h  a r e  a c h i e v a b l e  a n d  l e s s  e x p e n s i v e  a n d  h a v e  l e s s e r  
p o s s i b i l i t i e s  o f  f a i l u r e .  

•  R e w a r d  t h e  c o n t r i b u t i o n s  o f  p e o p l e  w h o  a r e  i n v o l v e d  i n  
m e e t i n g  t h e  t a r g e t s .  

S T E P  7  

S u s t a i n  
A c c e l e r a t i o n  

P r e s s  h a r d e r  a f t e r  t h e  
f i r s t  s u c c e s s e s .  Y o u r  
i n c r e a s i n g  c r e d i b i l i t y  
c a n  i m p r o v e  s y s t e m s ,  
s t r u c t u r e s ,  a n d  p o l i c i e s .  
B e  r e l e n t l e s s  w i t h  
i n i t i a t i n g  c h a n g e  a f t e r  
c h a n g e  u n t i l  t h e  v i s i o n  i s  
a  r e a l i t y .  

•  A c h i e v e  c o n t i n u o u s  i m p r o v e m e n t  b y  a n a l y z i n g  t h e  s u c c e s s  
s t o r i e s  i n d i v i d u a l l y  a n d  i m p r o v i n g  f r o m  t h o s e  i n d i v i d u a l  
e x p e r i e n c e s .  

S T E P  8 :  I n s t i t u t e  
C h a n g e  

A r t i c u l a t e  t h e  
c o n n e c t i o n s  b e t w e e n  
t h e  n e w  b e h a v i o r s  a n d  
o r g a n i z a t i o n a l  s u c c e s s ,  
m a k i n g  s u r e  t h e y  
c o n t i n u e  u n t i l  t h e y  
b e c o m e  s t r o n g  e n o u g h  
t o  r e p l a c e  o l d  h a b i t s .  

•  D i s c u s s  t h e  s u c c e s s  s t o r i e s  r e l a t e d  t o  c h a n g e  i n i t i a t i v e s  o n  
e v e r y  g i v e n  o p p o r t u n i t y .  

•  E n s u r e  t h a t  t h e  c h a n g e  b e c o m e s  a n  i n t e g r a l  p a r t  o f  y o u r  
o r g a n i z a t i o n a l  c u l t u r e  a n d  i s  v i s i b l e  i n  e v e r y  o r g a n i z a t i o n a l  
a s p e c t .  

•  E n s u r e  t h a t  t h e  s u p p o r t  o f  t h e  e x i s t i n g  c o m p a n y  l e a d e r s ,  a s  
w e l l  a s  t h e  n e w  l e a d e r s ,  c o n t i n u e  t o  e x t e n d  t h e i r  s u p p o r t  
t o w a r d s  t h e  c h a n g e .  

S o u r c e :  K o t t e r  I n c  a n d  C o n n e c t i c u t  S t a t e  G o v e r n m e n t . 24  

 

L e w i n ’ s  T h r e e - S t e p  M o d e l  

P h y s i c i s t  a n d  p s y c h o l o g i s t ,  K u r t  L e w i n ,  d e v e l o p e d  a  t h r e e - s t e p  m o d e l  f o r  o r g a n i z a t i o n a l  c h a n g e .  I n  
t h i s  m o d e l ,  o r g a n i z a t i o n a l  l e a d e r s h i p  s e r v e s  a s  a  c h a n g e  a g e n t  t o  u n f r e e z e  t h e  o r g a n i z a t i o n ;  
h o w e v e r ,  t h r o u g h o u t  t h e  p r o c e s s ,  l e a d e r s  c o o r d i n a t e  w i t h  e m p l o y e e s ,  s h a r e  t h e i r  k n o w l e d g e ,  a n d  
g i v e  o p p o r t u n i t i e s  i n  m a k i n g  d e c i s i o n s . 25  
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L e w i n ’ s  T h r e e - S t e p  M o d e l  

 

S o u r c e :  M i c h i g a n  S t a t e  U n i v e r s i t y 26 

 

C h o o s i n g  a  S t r a t e g y  

T h e  H a r v a r d  B u s i n e s s  R e v i e w  n o t e s  t h a t  c h o o s i n g  t h e  r i g h t  s t r a t e g y  t o  m a n a g e  c h a n g e  s h o u l d  
c o n s i d e r  k e y  s i t u a t i o n a l  v a r i a b l e s .  T h e r e f o r e ,  t h e  s t r a t e g i c  o p t i o n s  a v a i l a b l e  t o  m a n a g e r s  c a n  b e  
t h o u g h t  o f  a s  a  c o n t i n u u m ,  i l l u s t r a t e d  i n  t h e  f i g u r e  b e l o w : 27  

 

A t  o n e  e n d  o f  t h e  c o n t i n u u m ,  t h e  c h a n g e  s t r a t e g y  c a l l s  f o r  a  v e r y  r a p i d  i m p l e m e n t a t i o n ,  a  c l e a r  
p l a n  o f  a c t i o n ,  a n d  l i t t l e  i n v o l v e m e n t  o f  o t h e r s .  T h i s  t y p e  o f  s t r a t e g y  m o w s  o v e r  a n y  r e s i s t a n c e  
a n d ,  a t  t h e  e x t r e m e ,  w o u l d  r e s u l t  i n  a  f a i t  a c c o m p l i .  A t  t h e  o t h e r  e n d  o f  t h e  c o n t i n u u m ,  t h e  
s t r a t e g y  w o u l d  c a l l  f o r  a  m u c h  s l o w e r  c h a n g e  p r o c e s s ,  a  l e s s  c l e a r  p l a n ,  a n d  i n v o l v e m e n t  o n  
t h e  p a r t  o f  m a n y  p e o p l e  o t h e r  t h a n  t h e  c h a n g e  i n i t i a t o r s .  T h i s  t y p e  o f  s t r a t e g y  i s  d e s i g n e d  t o  
r e d u c e  r e s i s t a n c e  t o  a  m i n i m u m  

 

S t r a t e g i c  C o n t in u u m  

 

 

FAST SLOWER 

C l e a r l y  P l a n n e d  N o t  c l e a r l y  p l a n n e d  a t  t h e  b e g i n n i n g  

L i t t l e  i n v o l v e m e n t  o f  o t h e r s  L o t s  o f  i n v o l v e m e n t  o f  o t h e r s  

A t t e m p t  t o  o v e r c o m e  a n y  r e s i s t a n c e  A t t e m p t  t o  m i n i m i z e  a n y  r e s i s t a n c e  

KEY SITUATIONAL VARIABLES 

T h e  p o s i t i o n  o f  t h e  i n i t i a t o r s  v i s - a - v i s  t h e  r e s i s t e r s  ( i n  t e r m s  o f  p o w e r ,  t r u s t ,  a n d  s o  f o r t h )  

T h e  l o c u s  o f  r e l e v a n t  d a t a  f o r  d e s i g n i n g  t h e  c h a n g e  a n d  o f  n e e d e d  e n e r g y  f o r  i m p l e m e n t i n g  i t  

T h e  s t a k e s  i n v o l v e d  ( i . e . ,  t h e  p r e s e n c e  o r  l a c k  o f  p r e s e n c e  o f  a  c r i s i s ,  t h e  c o n s e q u e n c e s  o f  r e s i s t a n c e ,  a n d  t h e  
l a c k  o f  c h a n g e )  

S o u r c e :  H a r v a r d  B u s i n e s s  R e v i e w 28 

 

Data-Driven Culture Change Practices  
T h e  d a t a  r e v o l u t i o n  i s  d e e p l y  c h a n g i n g  b u s i n e s s e s  a n d  i n d u s t r i e s .  D a t a  a n a l y t i c s  p e r m e a t e s  a l l  
a s p e c t s  o f  o r g a n i z a t i o n a l  l i v e s ,  f o r c i n g  o r g a n i z a t i o n s  t o  d e v e l o p  s t r o n g  d a t a  c u l t u r e s .  M c K i n s e y  &  
C o m p a n y  n o t e s  t h a t  “ [ o r g a n i z a t i o n s ]  d e v e l o p  a  d a t a  c u l t u r e  b y  m o v i n g  b e y o n d  s p e c i a l i s t s  a n d  
s k u n k w o r k s ,  w i t h  t h e  g o a l  o f  a c h i e v i n g  d e e p  b u s i n e s s  e n g a g e m e n t ,  c r e a t i n g  e m p l o y e e  p u l l ,  a n d  
c u l t i v a t i n g  a  s e n s e  o f  p u r p o s e ,  s o  t h a t  d a t a  c a n  s u p p o r t  t h e  c o m p a n y ’ s  o p e r a t i o n s  i n s t e a d  o f  t h e  
o t h e r  w a y  a r o u n d . ” 29  

A s  o r g a n i z a t i o n s  d e v e l o p  a  d a t a  c u l t u r e  f o r  d e c i s i o n - m a k i n g ,  l e a d e r s h i p  c a n  l e v e r a g e  d a t a  t o  l e a d  
o r g a n i z a t i o n a l  c h a n g e s .  C h a n g e  m a n a g e m e n t  t y p i c a l l y  r e l i e s  o n  q u a l i t a t i v e  i n f o r m a t i o n  g e n e r a t e d  

Unfreeze

•Unfreezing an organization's culture 
requires overcoming areas of 
individual and group resistance to 
change. 

Change

• Leaders should get their employees 
involved. Successful change often 
involves participative decision-making 
versus just top-down decision- making.

Refreeze

•Refreezing and stabilizing change. This 
stage also needs to help individuals  
and the organization as a whole 
institutionalize the changes
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b y  a  r o o t  c a u s e  a n a l y s i s  i n s t e a d  o f  a  d a t a - d r i v e n  m o d e l . 30 H o w e v e r ,  d a t a  a n a l y s i s  t o o l s  c a n  b e  h e l p f u l  
t o  d r i v e  a n d  t r a c k  o r g a n i z a t i o n a l  c h a n g e .  F o r  i n s t a n c e ,  t o  d r i v e  c u l t u r a l  c h a n g e ,  l e a d e r s  s h o u l d  s t a r t  
t o  q u a n t i t a t i v e l y  m e a s u r e  c u r r e n t  c u l t u r a l  v a l u e s  t o  u n d e r s t a n d  t h e  e x t e n t  o f  c h a n g e  n e e d e d  a n d  
e n a b l e  a c c o u n t a b i l i t y  a n d  t h e  a b i l i t y  t o  t r a c k  y o u r  c u l t u r e  c h a n g e  m o r e  p r e c i s e l y  o v e r  t i m e . 31 T h e  
f o l l o w i n g  f i g u r e  i l l u s t r a t e s  h o w  c h a n g e  m a n a g e r s  c a n  u s e  d a t a  t h r o u g h o u t  t h e  c h a n g e  p r o c e s s .  

 
U s i n g  D a t a  T h r o u g h o u t  t h e  C h an g e  P r o c e ss  

  

S o u r c e :  V i s u a l  W o r k f o r c e 32 

T h e  H a r v a r d  B u s i n e s s  R e v i e w  n o t e s  h o w  s o m e  c o m p a n i e s  n o w  u s e  d a t a  s c i e n c e  f o r  c h a n g e  
m a n a g e m e n t .  C o m p a n i e s  c a n  b u i l d  p r e d i c t i v e  m o d e l s  f o r  c h a n g e  m a n a g e m e n t  b y  c o l l e c t i n g  l a r g e  a n d  
d i v e r s e  d a t a . 33 T h e  f o l l o w i n g  t a b l e  d e s c r i b e s  t h e  p r a c t i c e s  t h a t  o r g a n i z a t i o n s  c a n  t a k e  t o  g a t h e r  d a t a  
a n d  i n c l u d e s  s o m e  e x a m p l e s  o f  e x i s t i n g  d a t a - c o l l e c t i o n  t o o l s .  

 
D a t a - D r i v e n  P r a c t i c es  i n  C h a n c e  M an a g e me n t  

PRACTICE DESCRIPTION EXAMPLES 

U s i n g  D i g i t a l  
E n g a g e m e n t  t o o l s  

•  T h e r e  i s  a  n e w  g e n e r a t i o n  o f  r e a l - t i m e  e m p l o y e e  
o p i n i o n  t o o l s  t h a t  a r e  s t a r t i n g  t o  r e p l a c e  o l d -
f a s h i o n e d  e m p l o y e e  o p i n i o n  s u r v e y s .  

•  T h e  r e a l - t i m e  f e e d b a c k  m e a n s  w e  w i l l  l e a r n  v e r y  
r a p i d l y  h o w  c o m m u n i c a t i o n s  o r  e n g a g e m e n t  
t a c t i c s  h a v e  b e e n  r e c e i v e d ,  t h u s  o p t i m i z i n g  o u r  
a c t i o n s  i n  d a y s  r a t h e r  t h a n  w e e k s  

•  T h e s e  t o o l s  c a n  h e l p  a n s w e r  q u e s t i o n s  l i k e :  I s  a  
c h a n g e  b e i n g  e q u a l l y  w e l l - r e c e i v e d  a c r o s s  
l o c a t i o n s ?  A r e  s o m e  m a n a g e r s  b e t t e r  t h a n  
o t h e r s  a t  d e l i v e r i n g  m e s s a g e s  t o  e m p l o y e e s ?  

•  C u l t u r e  I Q  p o l l s —  s a m p l e  g r o u p s  o f  
e m p l o y e e s  t h r o u g h  a  s m a r t p h o n e  
a p p  o n  a  d a i l y  o r  w e e k l y  b a s i s  t o  
g e n e r a t e  r e a l - t i m e  i n s i g h t s .  

•  W a g g l . c o m  — c r e a t e s  a n  o n g o i n g  
c o n v e r s a t i o n  w i t h  e m p l o y e e s  a b o u t  
a  c h a n g e  e f f o r t ,  a l l o w i n g  c h a n g e  
m a n a g e r s  t o  t i e  t h i s  d i a l o g u e  t o  t h e  
p r o g r e s s  o f  i n i t i a t i v e s  t h e y  a r e  
u n d e r t a k i n g .  

Use data to baseline and define the change roadmap

•Leaders should identify the organization’s current state, taking a “baseline” of employees’ current capabilities to quantify key
information that will build the foundation for the transformation plan.

•Baseline data can help leadership prioritize and select the change programs that are most likely to succeed with the teams’ current 
skills and capabilities. 

Use data to create a culture of trust and learning

•Data can help build credibility and internal support for change initiatives.

•Data can also be used to eliminate fear and drive a learning culture that supports change.

Use data to measure progress and build support

•As the transformation roadmap progresses, data enables managers to quantify progress and quickly make credible changes to their 
plan.

Use data to identify and develop key skills essential for change.

•Collecting real-time skills data can help leadership identify skill gaps and proactively develop new strategies, training programs, and 
resources to combat this potential roadblock.

•Capturing and measuring skills data also allows managers to compare progress across various teams. If one team is successfully 
implementing the change and another is struggling, a manager can use skills data to evaluate the potential cause and take action.

Use data to build resilience instead of just reducing resistance

•Instead of investing time into resisting change, leadership should invest in supporting and creating resilient workers ready for
change. 
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PRACTICE DESCRIPTION EXAMPLES 

A p p l y  S o c i a l  M e d i a  
A n a l y t i c s  t o  

I d e n t i f y  
S t a k e h o l d e r  

S e n t i m e n t  

•  C h a n g e  m a n a g e r s  c a n  a l s o  l o o k  b e y o n d  t h e  
c o n f i n e s  o f  t h e  e n t e r p r i s e  f o r  i n s i g h t  a b o u t  t h e  
i m p a c t  o f  c h a n g e  p r o g r a m s .  C u s t o m e r s ,  c h a n n e l  
p a r t n e r s ,  s u p p l i e r s ,  a n d  i n v e s t o r s ,  t o  n a m e  j u s t  
a  f e w ,  a r e  a l l  k e y  s t a k e h o l d e r s  f o r  c h a n g e  
p r o g r a m s .  

•  T h e y  a r e  a l s o  m o r e  l i k e l y  t h a n  e m p l o y e e s  t o  
c o m m e n t  o n  s o c i a l  m e d i a  a b o u t  c h a n g e s  a  
c o m p a n y  i s  m a k i n g ,  t h u s  g i v i n g  p o t e n t i a l l y  v i t a l  
i n s i g h t  i n t o  h o w  t h e y  a r e  r e s p o n d i n g  

•  L i n g u i s t i c  a n a l y s t s  o f  t e x t  t o o l s  c a n  
h e l p  c a p t u r e  c l u e s  a b o u t  b e h a v i o r  
f r o m  p e o p l e ’ s  w o r d  c h o i c e s .  
A p p l y i n g  t h e s e  t o o l s  t o  a n o n y m i z e d  
c o m p a n y  e m a i l  o r  t h e  d i a l o g u e  o n  
t o o l s  l i k e  w a g g l . c o m  w i l l  g i v e  f r e s h  
i n s i g h t  i n t o  c h a n g e  r e a d i n e s s  a n d  
t h e  r e a c t i o n s  o f  e m p l o y e e s  t o  
d i f f e r e n t  i n i t i a t i v e s .  

C a p t u r e  R e f e r e n c e  
D a t a  A b o u t  C u r r e n t  

C h a n g e  P r o j e c t s  

•  T h e r e  a r e  o p p o r t u n i t i e s  t o  c a p t u r e  i n f o r m a t i o n  
a b o u t  t h e  t e a m  i n v o l v e d ,  t h e  p o p u l a t i o n  e n g a g e d  
i n  t h e  c h a n g e ,  h o w  l o n g  i t  t o o k  t o  i m p l e m e n t ,  
w h a t  t a c t i c s  w e r e  u s e d ,  a n d  s o  o n .  

•  B u i l d i n g  a  r e f e r e n c e  d a t a  s e t  l i k e  t h i s  m a y  n o t  
y i e l d  i m m e d i a t e  b e n e f i t ,  b u t  a s  t h e  o v e r a l l  d a t a  
s e t  g r o w s ,  i t  w i l l  m a k e  i t  e a s i e r  t o  b u i l d  a c c u r a t e  
p r e d i c t i v e  m o d e l s  o f  o r g a n i z a t i o n a l  c h a n g e .  

- -  

U s e  D a t a  t o  S e l e c t  
P e o p l e  f o r  C h a n g e  

R o l e s  

•  A p p l y i n g  d a t a - d r i v e n  t o o l s  f o r  p e r s o n n e l  
s e l e c t i o n  w h e n  b u i l d i n g  a  t e a m  c o u l d  b o t h  
i m p r o v e  p r o j e c t  p e r f o r m a n c e  a n d  h e l p  t o  b u i l d  
a n o t h e r  n e w  d a t a  s e t .  I f  e v e r y  c h a n g e  l e a d e r  a n d  
t e a m  m e m b e r  u n d e r w e n t  p s y c h o m e t r i c  t e s t i n g  
a n d  e v a l u a t i o n  b e f o r e  t h e  p r o j e c t ,  t h i s  d a t a  
w o u l d  b e c o m e  v a r i a b l e s  t o  i n c l u d e  a s  y o u  s e a r c h  
f o r  a  c a u s a l  m o d e l  o n  w h a t  l e a d s  t o  s u c c e s s f u l  
c h a n g e  p r o j e c t s .  

•  C a l i f o r n i a  s t a r t u p  L E D R 
T e c h n o l o g i e s  i s  p i o n e e r i n g  
t e c h n i q u e s  t o  p r e d i c t  t e a m  
p e r f o r m a n c e .  I t  i n t e g r a t e s  d a t a  
s o u r c e s  a n d  u s e s  t h e m  t o  h e l p  
t e a m s  a n t i c i p a t e  t h e  c h a l l e n g e s  
t h e y  m a y  h a v e  w i t h  t e a m  d y n a m i c s ,  
s o  t h e y  c a n  h e a d  t h e m  o f f  b e f o r e  
t h e y  o c c u r .  

B u i l d  a  D a s h b o a r d  

•  E a c h  o r g a n i z a t i o n  s h o u l d  h a v e  a  b e s p o k e  
d a s h b o a r d ,  d e v e l o p e d  i n  p a r t n e r s h i p  w i t h  t h e  
o r g a n i z a t i o n ’ s  l e a d e r s h i p  t e a m ,  r e f l e c t i n g  t h e i r  
p r i o r i t i e s ,  c o m p e t i t i v e  p o s i t i o n ,  a n d  f u t u r e  
p l a n s .  

•  D a s h b o a r d s  c a n  b r i n g  i n s i g h t  t o  s p e c i f i c  
t r a n s f o r m a t i o n  i n v e s t m e n t s  t h e  o r g a n i z a t i o n  i s  
m a k i n g .  

- -  

S o u r c e :  H a r v a r d  B u s i n e s s  R e v i e w 34 

C h a n g e  a s s e s s m e n t  d a t a  c a n  a l s o  s u p p o r t  c h a n g e  m a n a g e m e n t  p r o j e c t s  t o  i d e n t i f y  p o t e n t i a l  p e o p l e  
r i s k s .  C h a n g e f i r s t ,  a  t e c h n o l o g y - f o c u s e d  c h a n g e  m a n a g e m e n t  c o m p a n y ,  i d e n t i f i e s  t h e  C h a n g e  I m p a c t  
A s s e s s m e n t  a n d  t h e  I n i t i a t i v e  L e g a c y  A s s e s s m e n t  a s  t w o  k e y  t o o l s  t o  m e a s u r e  c h a n g e  m a n a g e m e n t  
p e o p l e  r i s k s .  T h e  t a b l e  b e l o w  p r o v i d e s  a  b r o a d  d e s c r i p t i o n  o f  t h e s e  t o o l s .  L e a d e r s  c a n  u s e  t h e s e  
t o o l s  t o  i d e n t i f y  t h e  h i g h e s t  p e o p l e - r e l a t e d  r i s k s  f o r  t h e  c h a n g e ,  m e a n i n g  w h e r e  l e a d e r s  a r e  m o r e  
l i k e l y  t o  f a c e  r e s i s t a n c e  a n d  w h e r e  r i s k  m i t i g a t i o n  s h o u l d  o c c u r . 35 

 
C h a n g e  A s s e s s m e n t  D a t a  T o o l s  

TOOL PURPOSE 

C h a n g e  I m p a c t  
A s s e s s m e n t  

( C I A )  

•  M e a s u r e  a n d  c o m p a r e  h o w  d i f f i c u l t  i t  m i g h t  b e  f o r  d i f f e r e n t  i n d i v i d u a l s  a n d  g r o u p s  t o  a d a p t  
t o  t h e  c h a n g e  s o l u t i o n s .   I t  a l l o w s  c h a n g e  l e a d e r s  t o :  

•  M e a s u r e  a n d  c o m p a r e  l i k e l y  d i s r u p t i o n  t o  d i f f e r e n t  p a r t s  o f  t h e  o r g a n i z a t i o n  

•  I d e n t i f y  a r e a s  o r  t e a m s  t h a t  m i g h t  h a v e  d i f f i c u l t y  w i t h  a d a p t i n g  a n d  c o m m i t t i n g  t o  t h e  
c h a n g e  

•  C l e a r l y  i d e n t i f y  r i s k s  i n  p r o j e c t  r i s k  l o g s  

•  C r e a t e  d y n a m i c  c h a n g e  p l a n s  
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I n i t i a t i v e  L e g a c y  
A s s e s s m e n t  

( I L A )  

•  I L A  a l l o w s  u n d e r s t a n d i n g  t h e  l e g a c y  o f  c h a n g e  i m p l e m e n t a t i o n  d o n e  i n  t h e  p a s t .  I t  p r o v i d e s  
c h a n g e  m a n a g e r s  w i t h  a n  u n d e r s t a n d i n g  o f  t h e  k e y  i m p l e m e n t a t i o n  c h a l l e n g e s  a n d  a l l o w s  
t h e m  t o :  

•  P r e d i c t  l i k e l y  b a r r i e r s  a n d  a r e a s  o f  r e s i s t a n c e  

•  P r e d i c t  l i k e l y  l e v e l s  o f  c o m m i t m e n t  

•  M e a s u r e  t h e  e f f e c t i v e n e s s  o f  p a s t  c h a n g e  

•  C l e a r l y  i d e n t i f y  r i s k s  i n  p r o j e c t  r i s k  l o g s  

•  C r e a t e  d y n a m i c  c h a n g e  p l a n s  

S o u r c e :  C h a n g e f i r s t 36 

 

Culture Change and Stakeholder Participation  
R e s i s t a n c e  i s  a  n a t u r a l  r e s p o n s e  t o  c h a n g e  a n d  c h a n g e  m a n a g e r s  s h o u l d  e f f e c t i v e l y  r e c o g n i z e  a n d  
m a n a g e  t h i s  r e s i s t a n c e  t o  l e a d  t h r o u g h  c h a n g e  e f f e c t i v e l y . 37 G r e g o r y  S h e a ,  a  S e n i o r  F e l l o w  a t  t h e  
W h a r t o n  C e n t e r  f o r  L e a d e r s h i p  a n d  C h a n g e  M a n a g e m e n t ,  n o t e s  t h a t  “ i f  y o u  a r e  l e a d i n g  c h a n g e  a n d  
t h e r e  i s  n o  s i g n  o f  r e s i s t a n c e ,  e i t h e r  y o u ’ r e  n o t  b e i n g  t a k e n  s e r i o u s l y ,  o r  t h e  r e s i s t e r s  a r e  n o t  t e l l i n g  
y o u  t h e  t r u t h . ” 38  

 

S t a k e h ol d e r  M a p p i n g  

C h a n g e  m a n a g e r s  s h o u l d  m a p  s t a k e h o l d e r s ,  t h o s e  g r o u p s  a n d  i n d i v i d u a l s  w h o  i n f l u e n c e  t h e  s u c c e s s  
o f  a  d e t e r m i n e d  c h a n g e ,  t o  i d e n t i f y  i f  t h e  i n i t i a t i v e  h a s  a  c h a n c e  t o  s u c c e e d .  G r e g o r y  S h e a  a l s o  
s h a r e s  a  t e c h n i q u e  f o r  m a p p i n g  s t a k e h o l d e r s  i n t o  f o u r  g r o u p s ,  b a s e d  o n  t w o  c r i t e r i a :  w h o  s u p p o r t s  
t h e  c h a n g e ,  a n d  w h o  c a n  b e  t r u s t e d .  39   T h e  f o l l o w i n g  t a b l e  p r o v i d e s  a  b r i e f  d e s c r i p t i o n  o f  t h e s e  f o u r  
s t a k e h o l d e r  g r o u p s .   

 
S t a k e h o l d e r  G r o u p s  Pa r t i c i p a t in g  in  O rg an iz a t i o n a l  Ch a n g e s  

STAKEHOLDER GROUP DESCRIPTION 

A l l i e s  

•  T h e y  c a n  b e  t r u s t e d  t o  g i v e  c h a n g e  m a n a g e r s  h o n e s t  f e e d b a c k .   

•  C h a n g e  m a n a g e r s  s h o u l d  t u r n  t o  t h e m  w h e n  t h e y  a r e  s t r e s s e d  o r  f r u s t r a t e d  a n d  
l a y o u t  t h e i r  t h i n k i n g  w i t h  t h e m .  

O p p o n e n t s  

•  C h a n g e  m a n a g e r s  g e t  t h e  g i f t  o f  p u b l i c ,  e x p l i c i t  r e s i s t a n c e  f r o m  t h e m .  T h i s  m e a n s  
t h a t  o p p o n e n t s  t a k e  t h e  c h a n g e  m a n a g e r  s e r i o u s l y .   

•  T h e y  g i v e  t h e  c h a n g e  m a n a g e r  s o m e t h i n g  t h a t  c a n  b e  a d d r e s s e d ,  a n d  i f  s o l v e d ,  
c h a n g e  m a n a g e r s  m a y  b e  a b l e  t o  t u r n  t h e m  i n t o  a l l i e s .  

B e d f e l l o w s  

•  T h i s  i s  t h e  m o s t  u n s t a b l e  g r o u p .  C h a n g e  m a n a g e r s  s h o u l d  g i v e  t h e m  s m a l l ,  r e g u l a r ,  
p u b l i c  t a s k s  t h a t  s u p p o r t  t h e  i n i t i a t i v e  a n d  m o v e  i t  f o r w a r d .  ‘ S m a l l ’  l i m i t s  t h e  
d a m a g e  t h e y  c a n  d o ,  ‘ r e g u l a r ’  m e a n s  k e e p i n g  a n  e y e  o n  t h e m  a n d  t r a c k i n g  w h a t  t h e y  
a r e  d o i n g ,  a n d  ‘ p u b l i c ’  m e a n s  t h e r e  a r e  w i t n e s s e s  —  o t h e r s  s e e  h o w  t h e y  a r e  h e l p i n g ,  
a n d  i f  t h e y  d o n ’ t  c o m p l y ,  t h e y  l o s e  c r e d i b i l i t y .  I f  t h e y  d o  a l l  o f  t h e  t a s k s  f l a w l e s s l y ,  
t h a t  m e a n s  t h e y  a r e  r e a l l y  a l l i e s .  I f  t h e y  d o  t w o  t a s k s  f l a w l e s s l y ,  o n e  p o o r l y ,  a n d  o n e  
n o t  a t  a l l ,  t h e y  s e n d  s t r o n g  m i x e d  m e s s a g e s .  I f  t h e y  w o n ’ t  d o  a n y  o f  t h e m  o r  d o  t h e m  
p o o r l y ,  t h e y ’ r e  r e a l l y  a d v e r s a r i e s .  

A d v e r s a r i e s  
•  T h e r e  i s  a  t e n d e n c y  t o  p u t  m o r e  p e o p l e  i n  t h i s  g r o u p  t h a n  c h a n g e  m a n a g e r s  s h o u l d ,  

e s p e c i a l l y  i f  t h e y  a r e  f r u s t r a t e d .  C h a n g e  m a n a g e r s  s h o u l d  n o t  s p e n d  t i m e  a n d  
r e s o u r c e s  o n  a d v e r s a r i e s ,  a s  t h e s e  a r e  t h e  p e o p l e  w h o  a r e  v e r y  u n l i k e l y  t o  b e  m o v e d .  

S o u r c e :  T h e  W h a r t o n  S c h o o l 40 
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C h a n g e  m a n a g e r s  c a n  a l s o  i d e n t i f y  s t a k e h o l d e r  g r o u p s  b y  u s i n g  a  s t a k e h o l d e r  m a p p i n g  m a t r i x ,  
c o n s i d e r i n g  e a c h  s t a k e h o l d e r ’ s  l e v e l  o f  t r u s t  a n d  a p p e t i t e  f o r  i n n o v a t i o n .  F o r  i n s t a n c e ,  c h a n g e  
m a n a g e r s  c a n  u n d e r t a k e  q u a l i t a t i v e  o r  q u a n t i t a t i v e  a n a l y s e s  t o  r a t e  ( l o w ,  a v e r a g e ,  h i g h )  t h e  l e v e l  
o f  t r u s t  ( h o w  m u c h  a  s t a k e h o l d e r  i s  c o n v i n c e d  a b o u t  t h e  p o t e n t i a l  o f  t h e  c h a n g e  a n d  t h a t  c a n  b e  
t r u s t e d )  a n d  a p p e t i t e  f o r  i n n o v a t i o n  ( h o w  m u c h  a  s t a k e h o l d e r  h a s  h i s t o r i c a l l y  w e l c o m e d  a n d  
e m b a r k e d  o n  i n n o v a t i v e  i n i t i a t i v e s ) . 41   T h e  f o l l o w i n g  f i g u r e  i l l u s t r a t e s  t h i s  m a t r i x .  

 
S t a k e h o l d e r  M a p p in g  M a t r i x  

 

 

S o u r c e :  P r o j e c t M a n a g e m e n t . c o m 42 

 

B a s e d  o n  t h e  t r u s t - a p p e t i t e  f o r  i n n o v a t i o n  m a t r i x  a b o v e ,  c h a n g e  m a n a g e r s  c a n  i d e n t i f y  t h o s e  
s t a k e h o l d e r s  t h a t  a r e  l i k e l y  t o  s u p p o r t  a n d  r e s i s t  c h a n g e ,  a n d  t h o s e  t h a t  a r e  s k e p t i c a l  a n d  s i t  o n  t h e  
f e n c e  o r  f l y  u n d e r  t h e  r a d a r .  T h e  t a b l e  b e l o w  p r o v i d e s  a  d e s c r i p t i o n  o f  t h e s e  g r o u p s .  

 
T r u s t  -  A p p e t i t e  f o r  In n o v a t i o n  M a t r i x  S t ak e h o l d e r  G r o u p s  

GROUP DESCRIPTION 

R e s i s t  
S t a k e h o l d e r s  w h o  a r e  n o t  i n t e r e s t e d  i n  i n v e s t i g a t i n g  o r  i m p l e m e n t i n g  n e w  a p p r o a c h e s  
a n d  a r e  h i g h l y  s k e p t i c a l  t o  c h a n g e .   

S u p p o r t  
S t a k e h o l d e r s  w h o  a r e  k e e n  t o  i n v e s t i g a t e  a n d  i m p l e m e n t  n e w  a p p r o a c h e s  a n d  b e l i e v e  
t h a t  n e w  a p p r o a c h e s  c a n  b e n e f i t  t h e  o r g a n i z a t i o n .   

S i t  o n  t h e  f e n c e  

S t a k e h o l d e r s  w h o  a r e  k e e n  t o  i n v e s t i g a t e  a n d  i m p l e m e n t  n e w  a p p r o a c h e s  b u t  t h a t  a r e  
s k e p t i c a l  a b o u t  t h e  b e n e f i t s  o r  o u t c o m e s  o f  t h e s e  n e w  a p p r o a c h e s .  T h e s e  s t a k e h o l d e r s  
m a y  i n v e s t  s o m e  r e s o u r c e s  t o  p u r s u e  a  n e w  a p p r o a c h  b u t  d o  n o t  c o m m i t  f u l l y  t o  i t s  
i m p l e m e n t a t i o n .  

F l y  u n d e r  t h e  r a d a r  
S t a k e h o l d e r s  w h o  a r e  o k  o r  a m b i v a l e n t  t o  n e w  a p p r o a c h e s ;  h o w e v e r ,  a r e  n o t  i n t e r e s t e d  
i n  i n v e s t i n g  r e s o u r c e s  o r  a c t i v e l y  p a r t i c i p a t i n g  i n  t h e  i m p l e m e n t a t i o n  o f  a  n e w  
a p p r o a c h .  

S o u r c e :  P r o j e c t M a n a g e m e n t . c o m 43 

  

T h e  f o l l o w i n g  f i g u r e  h i g h l i g h t s  s e v e r a l  q u e s t i o n s  f o r  c h a n g e  m a n a g e m e n t  l e a d e r s  t o  c o n s i d e r  w h e n  
m a p p i n g  s t a k e h o l d e r s .  

 

 

Fly under the 
radar

Support

Resist
Sit on the 

fence

H i g h  

T r u s t  

L o w  

H i g h  A p p e t i t e  f o r  I n n o v a t i o n  L o w  
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G u i d in g  Q u e s t i o n s  f o r  S t a k e h o l d e r  M a pp in g  

 

•  W h o  a r e  t h e  s t a k e h o l d e r s  a n d  w h a t  a r e  t h e i r  k e y  a t t r i b u t e s ?  

•  W h a t  a r e  t h e  l i k e l y  r e s p o n s e s  o f  t h e s e  s t a k e h o l d e r s  t o  t h e  c h a n g e  b e i n g  i m p l e m e n t e d ?  

•  W h y  a r e  t h e s e  s t a k e h o l d e r s  h a v i n g  t h i s  r e a c t i o n  t o  t h e  c h a n g e ?  

•  H o w  c a n  t h e s e  s t a k e h o l d e r s  b e  e f f e c t i v e l y  e n g a g e d ,  s o  a s  t o  i n c r e a s e  t h e i r  s u p p o r t  
t o w a r d  t h e  s u c c e s s f u l  i m p l e m e n t a t i o n  o f  t h i s  c h a n g e ?  

•  H o w  w i l l  t h e y  m e a s u r e  t h e  s u c c e s s  o f  t h i s  c h a n g e ?  W h a t  i s  i t  t h a t  t h e y  w a n t  t o  s e e ?  

•  H o w  m u c h  i n f l u e n c e  d o  t h e y  h a v e ?  

•  C o u l d  t h e y  s t o p  o r  s e r i o u s l y  u n d e r m i n e  t h e  c h a n g e  i f  t h e y  w a n t e d  t o ?  

•  H o w  i m p o r t a n t  a r e  t h e y ?  

•  D o  t h e y  h a v e  p o w e r  b e c a u s e  o f  t h e i r  a u t h o r i t y  o r  b e c a u s e  t h e y  a r e  e x p e r t s  i n  w h a t  t h e y  
d o ?  

S o u r c e :  M u l t i p l e 44 

 

M a n a g e  R e s i s ta n c e  a n d  C o m m u n i c a t e  C h a n g e  t o  S ta k e h o l d e r s  

A f t e r  i d e n t i f y i n g  s t a k e h o l d e r s  t h a t  a r e  l i k e l y  t o  s u p p o r t  t h e  c h a n g e  a n d  t h o s e  w h o  a r e  l i k e l y  t o  
o p p o s e  i t ,  c h a n g e  m a n a g e r s  s h o u l d  c o m m u n i c a t e  w i t h  t h e s e  g r o u p s  a n d  m a n a g e  r e s i s t a n c e .  C h a n g e  
m a n a g e r s  s h o u l d  f i r s t  u n d e r s t a n d  w h y  s t a k e h o l d e r s  r e a c t  t o  c h a n g e  t h e  w a y  t h e y  d o ,  p a r t i c u l a r l y  
t h o s e  t h a t  r e s i s t  i t . 45 T h e  f i g u r e  b e l o w  i l l u s t r a t e s  s o m e  o f  t h e  r e a s o n s  b e h i n d  r e s i s t a n c e  t o  c h a n g e .    

 
C o m m o n  R e a s o n s  f o r  S t a k e h o l d e r  R e s i s t a n c e  

 

S o u r c e :  P r o j e c t M a n a g e m e n t . c o m 46 

 

T o  m a n a g e  r e s i s t a n c e ,  c h a n g e  l e a d e r s  s h o u l d  e n g a g e  i n  e f f e c t i v e  c h a n g e  c o m m u n i c a t i o n  p r a c t i c e s .  
T h e  p u r p o s e  o f  c o m m u n i c a t i o n  i n  c h a n g e  m a n a g e m e n t  i s  t o  h e l p  s t a k e h o l d e r s  e m b r a c e  c h a n g e  b y  
e x p l a i n i n g  t o  t h e m  w h y  t h e  c h a n g e  i s  n e e d e d ,  a n d  t h e  s t e p s  r e q u i r e d  f o r  t h a t  c h a n g e  t o  h a p p e n . 47 
C h a n g e  l e a d e r s  s h o u l d  a l s o  b e  c l e a r  a b o u t  t h e  m e s s a g e  t h e y  w a n t  t o  c o m m u n i c a t e  a n d  h o w  t h e y  
c o m m u n i c a t e  i t .  T h i s  m e a n s  t h a t  l e a d e r s  s h o u l d  c h o o s e  t h e  r i g h t  t i m e  a n d  s p a c e  t o  c o m m u n i c a t e  t h e  
c h a n g e  t o  t h e  a u d i e n c e s ,  a n d  t h e  b e s t  c h a n n e l  t o  d e l i v e r  t h e  m e s s a g e  ( i . e . ,  f a c e - t o - f a c e ,  p h o n e  c a l l ,  
e m a i l ) . 48 T h e  f o l l o w i n g  f i g u r e  d e s c r i b e s  s o m e  p r a c t i c e s  t h a t  i n d i v i d u a l s  l e a d i n g  c h a n g e  c a n  
i m p l e m e n t  t o  c o m m u n i c a t e  t h e  c h a n g e  t o  s t a k e h o l d e r s .   

 

Many stakeholders working for organizations for several years can see change as threatening. 
Defensiveness 

This is closely linked to defensiveness, particularly at those organizations in which work practices 
have existed unchanged for a long time.

Lack of conviction about the need 
for change

Stakeholders are likely to be negative about a change if they are uncertain about what impact the 
change could have on them personally and in their work areas.

Uncertainty

Stakeholders can be stressed about the transition process and the amount of extra work they and 
their teams would have to implement a change.

Fear of transition

Stakeholders might feel that they are left out of the decision-making process.

Feeling of being left out/loss of 
control

Stakeholders might be unsure of what the change is all about. 
Lack of knowledge 
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B e s t  P r a c t i c e s  t o  C o m m u n i ca t e  C h an g e  t o  S t a k e h o l d e r s  

 
S o u r c e :  L S A  G l o b a l 49 

 

W h e n  e n g a g i n g  i n  s t a k e h o l d e r  c o m m u n i c a t i o n s ,  c h a n g e  l e a d e r s  s h o u l d  c o n s i d e r  a l l  a s p e c t s  o f  
e f f e c t i v e  c o m m u n i c a t i o n  t o  e n s u r e  t h a t  t h e  m e s s a g e  g e t s  d e l i v e r e d  t o  t h e  c l e a r l y  a n d  c o n s i s t e n t l y .  
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u n d e r s t a n d  t h e i r  c o n c e r n s . 50 T h e  f o l l o w i n g  f i g u r e  i l l u s t r a t e s  t h e  e l e m e n t s  o f  e f f e c t i v e  
c o m m u n i c a t i o n s .    

 
E l e m e n t s  o f  E f f e c t i v e  C o m m u n i ca t i o n  

 
S o u r c e :  T h e  N a t i o n a l  R e p o r t i n g  S y s t e m  f o r  A d u l t  E d u c a t i o n 51  

Communicate the Vision

•Leaders of change need to communicate the necessity of change by clearly expressing why the change is needed and how it will be 
realized. Employees want to understand the big picture context and the path ahead.

•Inspire the workforce with a clear and compelling vision for change of a better future, the agreed-upon reasons that the status quo is 
dissatisfactory, and the practical and thoughtful business case for change.

Communicate Regularly and Honestly

•Once is not enough. It is critical that you communicate the change regularly and in multiple venues. Give your employees opportunities 
to question the plan and voice their issues.

•Be honest in your answers. When you know, be clear and consistent. When you don’t know, say so, then find out and share the answer. 
Be sure to make change communications personal. Employees will be most interested in how the change will affect them personally.

Communicate through Modeling

•Through their actions, leaders can effectively model not only the behaviors that the change will require but also their confidence that the 
change is good for business. The more thoroughly leaders understand the dynamics and challenges of change, the better they will be able 
to set the tone.

•Their acceptance of the change trickles down to managers and then cascades to employees. When this happens, change is five times 
more likely to be successful.

Communicate through Engagement

•Don’t forget who the real implementers of change will be – the employees. Recognize those who adopt the desired behaviors for 
change. This will encourage others to get engaged and adopt the same behaviors.

•Employees who receive positive feedback for their efforts are more likely to support the change, and even advocate for it.

Simplicity Complicating the message with unnecessary details confuses the message and makes it difficult for the 
audience to understand. Keeping the messaging to the point will ensure your message is what the audience 
hears and understands.

Clarity Be specific in your details. The audience shouldn’t have to decipher what you are trying to say or “read 
between the lines.”

Consistency Make sure you are telling the same thing to multiple audiences. Your message should also be consistent across 
various platforms.

Multiple forums You want to be consistent about sharing your message, but you also want to be able to reach as many 
stakeholders as possible. Multiple platforms such as newsletters, meetings, webinars ensure your message 
reaches the right people.

Repetition Messaging needs to be reinforces multiple times to take root. It can take time for people to process what is 
happening and their role in it. Repetition give this time.

Explanation of seeming 
inconsistencies

Messaging should be correct when information is shared, and if it is a clear message, there should not be 
inconsistencies; however, different people may interpret the message in different ways. Leadership should 
think about how to answer questions that may arise and deal with them directly.

Give and take Sharing a message opens up the opportunity for questions from stakeholders. Good communication allows for 
a response and opportunity for input from the audience, whether the input is accepted or not
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f o r  C h a n g e  |  M S U  O n l i n e . ”  M i c h i g a n  S t a t e  U n i v e r s i t y ,  A p r i l  1 6 ,  2 0 1 4 .  
h t t p s : / / w w w . m i c h i g a n s t a t e u n i v e r s i t y o n l i n e . c o m / r e s o u r c e s / l e a d e r s h i p / u n d e r s t a n d i n g - c h a n g e - m a n a g e m e n t -
p r o c e s s e s /  
27 K o t t e r ,  J . P .  a n d  L . A .  S c h l e s i n g e r .  “ C h o o s i n g  S t r a t e g i e s  f o r  C h a n g e . ”  H a r v a r d  B u s i n e s s  R e v i e w ,  J u l y  1 ,  2 0 0 8 .  
h t t p s : / / h b r . o r g / 2 0 0 8 / 0 7 / c h o o s i n g - s t r a t e g i e s - f o r - c h a n g e  
28 F i g u r e  r e p r o d u c e d  v e r b a t i m  f r o m :  I b i d .  
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29 D í a z ,  A . ,  K .  R o w s h a n k i s h ,  a n d  T .  S a l e h .  “ W h y  D a t a  C u l t u r e  M a t t e r s . ”  M c K i n s e y  &  C o m p a n y ,  S e p t e m b e r  2 0 1 8 .  p p .  1 –
2 .  
h t t p s : / / w w w . m c k i n s e y . c o m / ~ / m e d i a / M c K i n s e y / B u s i n e s s % 2 0 F u n c t i o n s / M c K i n s e y % 2 0 A n a l y t i c s / O u r % 2 0 I n s i g h t s / W h y
% 2 0 d a t a % 2 0 c u l t u r e % 2 0 m a t t e r s / W h y - d a t a - c u l t u r e - m a t t e r s . a s h x  
30 T u s h m a n ,  M . L .  e t  a l .  “ D a t a  C a n  D o  f o r  C h a n g e  M a n a g e m e n t  W h a t  I t  D i d  f o r  M a r k e t i n g . ”  H a r v a r d  B u s i n e s s  R e v i e w ,  
J u l y  3 1 ,  2 0 1 7 .  h t t p s : / / h b r . o r g / 2 0 1 7 / 0 7 / d a t a - c a n - d o - f o r - c h a n g e - m a n a g e m e n t - w h a t - i t - d i d - f o r - m a r k e t i n g  
31 B a r s a d e ,  S .  “ M a n a g i n g  C u l t u r a l  C h a n g e  i n  a  C o r p o r a t i o n  -  N a n o  T o o l s  f o r  L e a d e r s . ”  W h a r t o n  E x e c u t i v e  E d u c a t i o n .  
h t t p s : / / e x e c u t i v e e d u c a t i o n . w h a r t o n . u p e n n . e d u / t h o u g h t - l e a d e r s h i p / w h a r t o n - a t - w o r k / 2 0 1 4 / 0 9 / m a n a g i n g - c u l t u r e -
c h a n g e /  
32 “ H o w  C a n  D a t a  A c c e l e r a t e  C h a n g e  M a n a g e m e n t ? ”  V i s u a l  W o r k f o r c e .  h t t p s : / / w w w . v i s u a l w o r k f o r c e . c o m / b l o g / h o w -
c a n - d a t a - a c c e l e r a t e - c h a n g e - m a n a g e m e n t  
33 T u s h m a n ,  M . L .  e t  a l .  “ C h a n g e  M a n a g e m e n t  I s  B e c o m i n g  I n c r e a s i n g l y  D a t a - D r i v e n .  C o m p a n i e s  A r e n ’ t  R e a d y . ”  
H a r v a r d  B u s i n e s s  R e v i e w ,  O c t o b e r  2 3 ,  2 0 1 7 .  h t t p s : / / h b r . o r g / 2 0 1 7 / 1 0 / c h a n g e - m a n a g e m e n t - i s - b e c o m i n g - i n c r e a s i n g l y -
d a t a - d r i v e n - c o m p a n i e s - a r e n t - r e a d y  
34 I b i d .  
35 P r o c t o r ,  A .  “ H o w  t o  U s e  A s s e s s m e n t  D a t a  t o  D r i v e  S u c c e s s f u l  C h a n g e  M a n a g e m e n t . ”  C h a n g e f i r s t .  
h t t p s : / / b l o g . c h a n g e f i r s t . c o m / u s i n g - a s s e s s m e n t - d a t a - t o - d r i v e - t h r o u g h - s u c c e s s f u l - c h a n g e - m a n a g e m e n t  [ 2 ]  M i l l e r ,  D .  
“ T w o  K e y  T o o l s  t o  P r o a c t i v e l y  M a n a g e  Y o u r  C h a n g e  M a n a g e m e n t  R i s k s . ”  C h a n g e f i r s t .  
h t t p s : / / b l o g . c h a n g e f i r s t . c o m / t w o - k e y - t o o l s - t o - p r o a c t i v e l y - m a n a g e - y o u r - c h a n g e - m a n a g e m e n t - r i s k s  
36 F i g u r e  c o n t e n t  a d a p t e d  a n d  q u o t e d  n e a r l y  v e r b a t i m  f r o m :  M i l l e r ,  O p .  c i t .  
37 S m i t h ,  S .  “ U n d e r s t a n d i n g  a n d  M a n a g i n g  R e s i s t a n c e  t o  C h a n g e . ”  P a g e .  N C V O  K n o w h o w .  
h t t p s : / / k n o w h o w . n c v o . o r g . u k / y o u r - t e a m / p e o p l e - m a n a g e m e n t - s k i l l s / c h a n g e / t o o l s / r e s i s t a n c e  
38 “ H o w  t o  L e a d  O r g a n i z a t i o n a l  C h a n g e  b y  M a p p i n g  S t a k e h o l d e r s . ”  T h e  W h a r t o n  S c h o o l .  W h a r t o n  E x e c u t i v e  
E d u c a t i o n .  h t t p s : / / e x e c u t i v e e d u c a t i o n . w h a r t o n . u p e n n . e d u / t h o u g h t - l e a d e r s h i p / w h a r t o n - a t - w o r k / 2 0 1 7 / 1 0 / l e a d i n g -
c h a n g e /  
39 S m i t h ,  S .  “ I n v o l v i n g  S t a k e h o l d e r s  i n  C h a n g e . ”  P a g e .  N C V O  K n o w h o w .  h t t p s : / / k n o w h o w . n c v o . o r g . u k / y o u r -
t e a m / p e o p l e - m a n a g e m e n t - s k i l l s / c h a n g e / t o o l s / i d e n t i f y i n g  [ 2 ]  “ H o w  t o  L e a d  O r g a n i z a t i o n a l  C h a n g e  b y  M a p p i n g  
S t a k e h o l d e r s , ”  O p .  c i t .  
40 F i g u r e  c o n t e n t  a d a p t e d  a n d  q u o t e d  n e a r l y  v e r b a t i m  f r o m :  “ H o w  t o  L e a d  O r g a n i z a t i o n a l  C h a n g e  b y  M a p p i n g  
S t a k e h o l d e r s , ”  O p .  c i t .  
41 K h a d i l k a r ,  A .  “ I n i t i a l  S t a k e h o l d e r  E n g a g e m e n t  i n  a  C u l t u r a l  C h a n g e  P r o j e c t :  A  C a s e  S t u d y . ”  
P r o j e c t M a n a g e m e n t . C o m .  h t t p s : / / w w w . p r o j e c t m a n a g e m e n t . c o m / a r t i c l e s / 2 9 0 5 4 4 / I n i t i a l - S t a k e h o l d e r - E n g a g e m e n t - i n -
a - C u l t u r a l - C h a n g e - P r o j e c t - - A - C a s e - S t u d y  
42 F i g u r e  r e p r o d u c e d  v e r b a t i m  f r o m :  I b i d .  
43 F i g u r e  c o n t e n t  a d a p t e d  a n d  q u o t e d  n e a r l y  v e r b a t i m  f r o m :  I b i d .  
44 F i g u r e  c o n t e n t  a d a p t e d  a n d  q u o t e d  v e r b a t i m  f r o m :  S m i t h ,  “ I n v o l v i n g  S t a k e h o l d e r s  i n  C h a n g e , ”  O p .  c i t .  [ 2 ]  
K h a d i l k a r ,  O p .  c i t .  
45 K h a d i l k a r ,  O p .  c i t .  
46 F i g u r e  c o n t e n t  a d a p t e d  a n d  q u o t e d  n e a r l y  v e r b a t i m  f r o m :  I b i d .  
47 S c o t t ,  E .  “ H o w  t o  C o m m u n i c a t e  C h a n g e  t o  S t a k e h o l d e r s . ”  B r i g h t e r  S t r a t e g i e s ,  M a y  4 ,  2 0 2 0 .  
h t t p s : / / w w w . b r i g h t e r s t r a t e g i e s . c o m / b l o g / t h e r e - i s - n o - s u c h - t h i n g - a s - t o o - m u c h - c o m m u n i c a t i o n - d u r i n g - c h a n g e /  
48 S m i t h ,  S .  “ C o m m u n i c a t i n g  C h a n g e  a n d  I n v o l v i n g  S t a f f  a n d  V o l u n t e e r s . ”  P a g e .  N C V O  K n o w h o w .  
h t t p s : / / k n o w h o w . n c v o . o r g . u k / y o u r - t e a m / p e o p l e - m a n a g e m e n t - s k i l l s / c h a n g e / t o o l s / c o p y _ o f _ c o m m u n i c a t i o n  
49 F i g u r e  c o n t e n t  a d a p t e d  a n d  q u o t e d  n e a r l y  v e r b a t i m  f r o m :  “ H o w  C o m m u n i c a t e  C h a n g e  t o  S t a k e h o l d e r s  T h a t  W o r k s . ”  
L S A  G l o b a l ,  A u g u s t  1 2 ,  2 0 1 9 .  h t t p s : / / l s a g l o b a l . c o m / b l o g / 4 - w a y s - t o - c o m m u n i c a t e - c h a n g e - t h a t - s t i l l - w o r k - t o d a y /  
50 “ 4 .  C o m m u n i c a t i n g  C h a n g e  t o  S t a k e h o l d e r s . ”  N a t i o n a l  R e p o r t i n g  S y s t e m  f o r  A d u l t  E d u c a t i o n .  
h t t p s : / / n r s w e b . o r g / t r a i n i n g - t a / f 2 f - t r a i n i n g / a c c e s s i b l e / 4 - c o m m u n i c a t i n g - c h a n g e - s t a k e h o l d e r s  
51 F i g u r e  c o n t e n t  a d a p t e d  a n d  q u o t e d  v e r b a t i m  f r o m :  I b i d .  
52 S h o r t e n e d  U R L s  a n d  Q R  c o d e s  c r e a t e d  u s i n g :  “ G e n e r a t e . ”  Q R  C o d e  G e n e r a t o r .  h t t p s : / / w w w . t h e - q r c o d e -
g e n e r a t o r . c o m /  


