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About the course
When you lead and manage the human side of change you minimize the personal and business costs typically associated with 
change and you increase the likelihood that your change efforts will be successful.

On an organizational level, poorly managed change can lead to: 

• increased absenteeism

• lowered productivity

• strained management/labor relations, and

• a high incidence of stress and depression-related disability.

On a personal level, poorly managed change can lead to:

• anxiety

• hopelessness

• obsessive ruminations about job security, and

• confusion about how to best contribute to the change effort.

The Leading Change series of learning modules is your roadmap for leading employees as they respond to, and support, your 
organizational change efforts.

The modules present ways that you can:

• enable employees to become partners in creating a new organization,

• help you approach transitions as predictable events, not chaotic ones, and

• help employees, including yourself, maintain resilience during times of fast-paced change.

With this information as your roadmap you can begin to plan the most effective route to change and transition management.  A 
route that involves communication, support, risk-taking, and sometimes delivering bad news and supporting troubled employees.

In other words, a route that involves leading the human side of change.
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Module 1: About change and transition
In this module, you will learn:

• The difference between organizational change and personal transition.

• A four-stage model of personal transition.

• How to assess your own stage of transition and that of your team. And,

• Learn how to facilitate the process of transition and change.

Change vs. Transition
As people adapt to organizational change, they generally move through a process of psychological adaptation or adjustment.  
This process of psychological adjustment is called transition and for most people it has four stages:

• alarm

• opposition

• acceptance

• discovery

Leading the Human Side of Change requires that you understand and respond to each stage accordingly.
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A model of change: Alarm
Employees will first respond to change with alarm, disbelief, perhaps shock.   They say things like “I can’t believe this is happening” 
or “I don’t believe it.” 

With the announcement, or pronouncement, of change, suddenly everything once counted on is called into question. 

You have taken away security and predictability, and left employees to defend and protect themselves.

Alarm may be experienced as anything from temporary confusion to bewildered disorientation.

What you observe during this period
• “This can’t be happening” or “I don’t believe it”

• Excessive worry or rumination

• Anxiety

• Irritability

• Impatience

• Tears or no apparent emotion (numbness)

• Inaction and work slowdown or shutdown

• Poor judgment

• Poor decision-making

• Impaired concentration

Exercise: Action plan
Think about your team.  Have you observed any of the previous indicators of alarm?  If so, list your observations below.
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A model of change: Opposition
It takes a bit of time for the alarm reaction to subside and the shock of announced change to wear off, perhaps days or weeks.  At 
this point, opposition sets in.

People in this stage refuse to let go of the past.  They oppose any and all attempts to voluntarily change and look with suspicion 
at attempts to introduce change.  They defend themselves, back away and/or push back.  They expend time and energy holding 
on and trying to maintain the old way of doing things.  There may be a great deal of anger and a refusal to let go of the past and 
move forward.

People may oppose change for weeks or months.  The length of time will be in part determined by the magnitude and scope of 
change as well as the amount of change they have assimilated in the past.

Too many changes, over a short period of time, will exhaust anyone’s capacity to adapt to change.

What you observe during this period
• “What announcement?  Oh you mean about the reorg...I didn’t listen to it.”

• “It won’t affect us or our group.”

• “That’s my area...they can’t touch that.”

• Reduced productivity

• Withdrawal from team activities

• Increased complaints (formal and informal)

• Push back, resistance

• Frustration and hurt

Exercise: Action plan
Think about your team.  Have you observed any of the previous indicators of opposition?  If so, list your observations below.



Leading the Human Side of Change

6

A model of change: Acceptance
Things are beginning to look up now as employees recognize that their fears have not been substantiated.  They begin to accept 
new ways of doing things and experiment with new possibilities.  They experience a renewed sense of competence and security.  
This is a positive, future-focused phase.

This is the stage at which the ability to take more risks begins.

This stage can lead to high energy if managed well because the energy that has been previously invested in maintaining the past 
(or pushing back) is invested in managing the change and moving forward.

Thinking and action become more flexible, more focused on finding an acceptable compromise (one that accepts change).  
Employees may still want to hang on to the best of the old, but they are more willing to consider the possible benefits of the new 
situation.

What you observe during this period
• “I’m going to miss this old place and our old team.  We had some great times.”

• “I get it now.  I see where this is headed.  I just didn’t understand it before.”

• “I think I see the big picture now.”

• “It feels like I just came out of a long, dark tunnel.”

• “It’s been so long since I knew what to do.  This is refreshing.”

• “It’s not as bad as I thought it would be.”

Exercise: Action plan
Think about your team.  Have you observed any of the previous indicators of acceptance?  If so, list your observations below. 
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A model of change: Discovery
Here, employees are connected with the change effort.

They have moved beyond mere adaptation to a point of participation and promotion.  They are hopeful and curious.  They want to 
start making this change work and have a stake in ensuring that the outcome is as intended.

They have begun to establish new routines and are ready to help others.

Risk taking comes into full bloom relative to whatever is called for (as long as it is supported).

What you observe during this period
• “Things are going okay.  There are some good things happening.”

• “It’s funny how upsetting it all was.  That’s like ancient history now.”

• “I suppose they’ll change this system too, one day, but for now it feels pretty effective.”

• “It took me a while to get used to the people on the team, but I think we’re working okay together now.”

Exercise: Action plan
Think about your team.  Have you observed any of the previous indicators of discovery?  If so, list your observations below. 
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Your experience of change: A quiz
These questions help determine your position in the four-stage model of transition.  Read each question and record the number 
that corresponds to how true each statement is of your current situation.  Use the following scale (1 through 5) when ranking your 
response to each question.

1=Completely disagree

2=Somewhat disagree

3=Neutral

4=Somewhat agree

5=Completely agree

1. With proper support, I’m very certain that I will be able to implement the changes that are being called for_____.

2. Our leadership may think these changes are good, but that’s because they’re out of touch with the way things need to work
around here_____.

3. If I could go back to the way things used to be, I wouldn’t_____.

4. I’m not sure I’ll be able to change_____.

5. If I reflect on how far I’ve come, I’m proud to say that it has been a long way_____.

6. I prefer the way things used to be_____.

7. This is going to be temporary…they’ve done this before and it just blows over after a little while.  Nothing really
changes_____.

8. As I begin to actually experience these changes, it sometimes makes me irritated_____.

9. I don’t understand what all the complaining is about...I don’t have feelings about this one way or the other_____.

10. I’m feeling very energized by all of the new things that I’m learning_____.

11. My focus is on just getting through the day... one step at a time, without really changing anything_____.

12. Right now I feel relief because I think the worst is over_____.

13. I’ve learned something from this experience that will help me with just about any change that I face_____.

14. I don’t agree with the process that we’re going through to make these changes happen_____.

15. I feel really good about myself and what I’ve accomplished to meet the demands of these changes_____.

16. There’s so much happening inside myself, it’s impossible to focus on my work_____.

17. Despite all that has happened, I’m starting to feel comfortable with the new work environment_____.

18. When I think about these changes, it makes me feel angry_____.

19. These changes will not have any impact on me or my work_____.

20. It’s exciting to think about the new possibilities these changes will reveal_____.

21. I don’t know why everyone is talking about change.  It seems like business as usual around here_____.

22. This process is very complex and nothing is for certain.  Despite that, I know we’re dealing with the real issues_____.

23. I don’t have anything to worry about because this change doesn’t affect me_____.

24. Once you get your mind around it, you discover all sorts of new ways to do things_____.
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Total your answers for questions: 7, 9, 11, 19, 21, 23 =  (Alarm)

Total your answers for questions: 2, 4, 6, 14, 16, 18 = (Oppose)

Total your answers for questions: 8, 10, 12, 17, 22, 24 = (Accept)

Total your answers for questions:   1, 3, 5, 13, 15, 20 = (Discover)

Examine the pattern of your scores.  Is one the highest?  Are there two or more that are similar?

Your score on each stage of transition (alarm, oppose, accept, discover) can range from 1 to 30.  The higher the score on any one 
stage, the higher the likelihood that you are experiencing that stage of transition.

If you score similarly on two or more stages (e.g. a score of 14 on “alarm” and 15 on “oppose”) it suggests that you are negotiating 
those stages of transition, possibly moving back and forth between them.

Note: This quiz is for your own education and awareness-building.  It is useful as a tool for discussion and personal awareness, but 
it should not be used to base important personal decisions upon.
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Module 2: People-centered communication
In this module, you will learn:

• seven principles of people-centered communication

• several options for communicating about change

• how to measure the success of your communication

• and the problems associated with not communicating

About people-centered communication
• People-centered communication is communication that meets the needs of your listeners.  It is communication that both

informs your listeners about “what’s coming down the line” and communication that asks “what was the impact of the
message that you just heard.”

• People-centered communication helps prepare employees for change and it helps eliminate roadblocks to their
transition efforts.

• People-centered communication considers not only what you say about change but how you say it and when.

• Finally, people-centered communication means that you spend less time announcing and explaining and persuading,
and more time listening and learning.
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Seven principles of people-centered communication
People-centered communication meets the needs of your listeners.  There are seven principles, presented in this section.

1: Inform about everything
No news is news

Employees are information vacuums--they need more information during change, not less.  If you don’t fill in the blanks, they will.  
Usually, this takes the form of rumors and hearsay.  

What could be more refreshing and encouraging during times of change, than to hear “nothing new this week!”  Even if nothing is 
changing, let employees know.   Keep them posted on all developments, even if the development is stability.

Tell employees what’s coming down the line

Tell employees how they may be affected by the change, who will be affected and who not, when it will happen, over what period 
of time, and how much say they can have in how it is introduced.    

You don’t have to have all of the answers.  But you do have to be honest, forthright, and truthful while being sensitive to the 
potential impact of your message, particularly on those employees that change will most significantly impact.

Address rumours

Deal with rumours, don’t avoid them.  

Employees will create information to fill gaps in their understanding.  If you do not communicate early and frequently employees 
will make up or listen to things that may be incorrect.  

Rumours are a normal response to change and not an aberrance. 

Address the organization’s history

Employees interpret the information they receive based, in part, on past experience.  

What is the history of the vehicle you are using to communicate and what is the impact of this history on credibility?    

For example, if past communications denied that anything was changing, but they did, employees will lose trust.  If employees 
were informed that the coming changes were small, but they were, in fact, significant, they have reason to doubt what they hear.  

Consider the organization’s history when communicating to employees and address this concern directly.

Exercise
How can you keep employees informed thoroughly and completely? Use the space below for your response.
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2: Inform continuously
Communicate early

It is important to communicate to employees about change before they hear it from other sources.  

You can preempt the grapevine by addressing rumors directly.

As soon as you know that change/transition is going to occur, begin developing your communication plan.  This coordination will 
allow you to distribute communications materials to employees and media simultaneously.

Communicate simultaneously

If all employees in a work unit, group, division, or team are affected by a change in the same manner, it is appropriate to 
communicate to all individuals simultaneously.  This may mean utilizing multiple delivery methods to ensure that everyone hears 
the same message at approximately the same time (e.g. voicemail, written communications, face-to-face meetings).    

In most circumstances, however, change will have different consequences to different employees.  Therefore, communicate first 
and simultaneously to those most affected by the change, then communicate simultaneously to all other employee groups.

Communicate frequently

Give employees constant updates, even if nothing has changed.

Say things again and again and again so that they will stick.  And then say them again.

Exercise
What steps can you take to act consistent with this second principle of people-centered communication: Inform continuously?

List your ideas below.  Be specific (e.g. “I can create a duplicate message pipeline to ensure that all of my workgroup is up-to-date 
at the same time--face-to-face meeting and voicemail and email distribution”). Use the space below for your response.
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3: Inform appropriately
Attend to individual differences

Although most employees benefit from being told what is coming down the line, some prefer not to know.  Indeed, they may go 
to extraordinary lengths to avoid hearing information. 

If the information you are sharing is essential, be certain it is heard and understood.  

However, if it is not, do not be overly concerned.

Your responsibility is to offer information, but whether or not employees choose to avail themselves of that information is 
ultimately up to them.

Be consistent

If you are communicating change to different audiences, or over different periods of time, ensure that your message is consistent.   

If it is not, or if employees experience different messages from different sources, they will think:

• The organization is not in control.

• You are not informed.

• There is a hidden agenda.  Or,

• The information should be discounted.

Talk to employees in person

It is important to face employees and tell them what you know about the change.

Written announcements don’t allow you to assess empoyees’ reactions and they are impersonal.  Use written announcements as a 
follow-up to your initial communication about change.    

• Circulate, talk to employees, keep a high profile.  Employees look to leadership for guidance and support and to model
their own actions.

• Be visible.  No one trusts information from a source they cannot see.

Put your messages in writing

It is important to follow-up important communications with written announcements.  

This can help monitor commitments, evaluate progress, and provide a record for reference when action-planning and progress 
monitoring.

Talk to some employees individually

Change will affect some employees more than others.  They may be affected by the change itself, or you may judge that the 
impact of the change on them will be more severe.    

Meet with these employees individually before group meetings to announce change.  Discuss with them your concerns and 
inquire about theirs.  Follow up with them individually throughout the change period.

Choose an appropriate means to inform

The vehicle you use to convey your message should reflect its importance.   A regular newsletter should not include information 
about a change of great magnitude.  Change that significantly impacts employees deserves special treatment.    

Also, consider the credibility of this vehicle.   Are you a credible person to keep your employees informed or should you request a 
senior manager to attend a change meeting to convey a message and inquire about its impact? 
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Exercise
What steps can you take to act consistent with this third principle of people-centered communication: inform appropriately?  Be 
specific (e.g. “I will schedule time to meet with each group that is affected by the change in-person.  Prior to that meeting, I will 
also schedule some time for one-on-one conversation with the employees I suspect will have the most difficult time with the 
change that is being implemented”).

Use the space below for your response.

4: Inquire constantly
Ask about the impact of every communication

For every communication, there is a reaction.  

Whether you talk in person or send written communications, you should ask about the impact of your message each and every 
time.   This may mean attaching a statement at the end of your communications, such as “if you have any thoughts on this matter, 
please let me know.”    

Better still, you should follow each message with a direct query for its effect. Say “now that you have heard this latest news, I would 
like to know what your thoughts and feelings about it are.”

Set up a specific time to ask about the impact

In addition to offering an opportunity to respond to each communication, you need to set up a time when employees can gather 
to provide their reactions to the changes that are happening.    

Say “we are going to have a meeting next week to talk about your thoughts and feelings in reaction to these announcements.  
Please prepare anything that you would like to say for that meeting because you will be allowed an opportunity to express it.”  

Don’t feel compelled to immediately respond

During your inquiry employees may ask questions to which you are not prepared to respond. Don’t give incomplete or potentially 
inaccurate answers for the sake of providing an immediate response.   

Instead, let employees know that you have to find out more information, and set up a time when you will provide the answers.

Exercise
What steps can you take to act consistent with this fourth principle of people-centered communication: Inquire constantly?

List your ideas below.  Be specific (e.g. “I will set apart some time during each communication meeting to inquire about the 
message that has been conveyed”).

Use the space below for your response.
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5: Inquire genuinely
Create a climate that supports disclosure

Open and honest inquiry sometimes means that you will hear things that you are uncomfortable hearing—about your 
management style, about the organization, or about the change.  You will never be completely comfortable with this, nor should 
you be.    

You should, instead, create a climate that honors the reaction of employees to change.

If you don’t, the message you receive back from employees will be the one they think you want to hear, rather than what they 
really want to say. 

Actively listen

Effective listening is an active process. It means paying attention to what employees are saying (content) as well as how they say it 
(feelings and underlying emotions).    

Active listening involves paying attention with your whole body, making eye contact, showing interest with open-ended 
questions, and confirming or clarifying what you have heard.    

Whenever you inquire, ask employees about their thoughts and feelings.  

Exercise
What steps can you take to act consistent with this fifth principle of people-centered communication: Inquire genuinely?

List your ideas below.  Be specific (e.g. “I will make an effort to pay very close attention to the body language that my employees 
display when we talk about change and transition.  And I will ask them to share all of their thoughts, even those they fear will be 
criticized”).

Use the space below for your response.
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6: Inquire thoroughly
Explore emotions as well as thoughts

Ask “how do you feel about this…tell me more” and “what are your thoughts in reaction to this?”.  

Don’t give advice and don’t problem-solve.  There will be time and opportunity for this at a later date.    

Listen to, and express interest in, what employees are feeling and thinking.

Check to see if you were accurately heard

The message you communicate may not be the message that employees hear.  This is because people tend to interpret 
information in dissimilar ways.   

Check to see that you have been heard accurately.

Ask “what did you hear me say?” and “what do you understand to be the changes that are happening and how they will affect 
you?”. 

Invite challenge and conflict

One reason managers do not ask about the impact of change is that they don’t want to hear the answer.  They fear that people will 
say “change is hard.”  Of course they will.  And this is precisely what you want to hear.   

If change concerns employees, it can be a good sign.  It means that their work life involves them, they care about what happens to 
themselves and the organization, and they want to continue participating in this work in the future.  

If they do not challenge change, it might signal that they feel hopeless, indifferent, or disinterested.  

Exercise
What steps can you take to act consistent with this sixth principle of people-centered communication: Inquire thoroughly?

List your ideas below.  Be specific (e.g. “I will specifically state that I am open to hearing both good and bad remarks, and that 
these will be taken in the interest of examining our change efforts from every angle”).  

Use the space below for your response.
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7: Avoid these “don’ts”
Don’t assume employees heard you

Employees are information vacuums--they need more information during change, not less.  If you don’t fill in the blanks, they will.  
Usually, this takes the form of rumors and hearsay.  

What could be more refreshing and encouraging during times of change, than to hear “nothing new this week!”  Even if nothing is 
changing, let people know.   Keep them posted on all developments, even if the development is stability.

Don’t assume your message was understood

Even if you are heard, your message may not have had the intended impact.  The only way to ensure you are understood is to 
inquire.   

Ask “what is your understanding of what is happening?”. 

Don’t ignore your history

Employees interpret communications based on their past experience with the medium (e.g. “this newsletter is never accurate”), 
the message (e.g. “we’ve heard this before and it never happened”), and the messenger (e.g. “she has always told us the truth in 
the past”).    

Ask yourself, “in what ways might my current communications be influenced by the past?”.

Exercise
What steps can you take to act consistent with this seventh principle of people-centered communication: Avoid these “don’ts”?

List your ideas below.  Be specific (e.g. “I won’t assume that I have been heard or that my message has been understood”).  Use the 
space below for your response.
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Are you communicating?
If communication efforts are successful, all employees, at all levels of the organization, should be able to answer these five 
questions:

• Where is the business headed?

• When do we need to get there?

• What attitude, skills, knowledge do I need?

• What behaviors do I need to demonstrate?

• How do we measure progress?

1. Where is the business headed?

Answer this question in your own words, with your current level of understanding.  If you need to refer to documentation (e.g. a 
printed document, an intranet website, an email, a reference manual) then note this with your response.

2. When do we need to get there?

Answer this question in your own words, with your current level of understanding.  If you need to refer to documentation (e.g. a 
printed document, an intranet website, an email, a reference manual) then note this with your response.

3. What attitude, skills, knowledge do I need?

Answer this question in your own words, with your current level of understanding.  If you need to refer to documentation then 
note this with your response.

4. What behaviors do I need to demonstrate?

Answer this question in your own words, with your current level of understanding.  If you need to refer to documentation then 
note this with your response.

5. How do we measure progress?

Answer this question in your own words, with your current level of understanding.  If you need to refer to documentation  then 
note this with your response.
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Questions about change
Poll your employees. Use this single page handout to test the success of your communication efforts.  Their responses may 
surprise you.

In your own words, answer the following questions.  If you need to refer to documentation (e.g. a printed document you received, 
an email notification, an intranet website, notes from a meeting, etc.), then note this with your response.

1. Where is the business headed?

2. When do we need to get there?

3. What attitude, skills, knowledge do I need?

4. What behaviors do I need to demonstrate?

5. How do we measure progress?
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Communication vehicles: Options
Communication should occur through a variety of means and media.  Use every option available, consistent with your message.

New and novel communication types will capture attention and should be reserved for important messages.  This single page 
printout lists possible communication vehicles.

• Brochures

• Bulletin boards

• Electronic chat rooms (with public forum for ‘question and answer’)

• Email

• Employee meetings

• Fax

• Focus groups (for soliciting employee input)

• Hotlines

• Internal television network, multiple-location broadcast

• Intranet/internet information (e.g. a web-site specifically created for change information)

• Lunch and learn presentations (brown bag forums, “town hall” style meetings)

• Memos/internal mailings

• Newsletters

• Ombudsperson

• Payroll inserts

• Telephone trees and interactive voice response lines

• Voice mail
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Final communication checklist
As a final checklist before planning your communication, use this checklist and review it on an as-needed basis.  The checklist 
contains a summary of the information from this module.

Principle 1: Inform about anything and everything
 � No news is news.

 � Tell people what’s coming down the line.

 � Address the rumours.

 � Address the organization’s history of communicating and change.

Principle 2: Inform continuously
 � Communicate early, as soon as changes are known, respecting any corporate guidelines.

 � Communicate simultaneously, to all employee groups.

 � Communicate frequently.

Principle 3: Inform appropriately
 � Attend to individual differences and needs.

 � Be consistent.  Say the same thing to different groups.

 � Talk to people in person as much as possible, whenever possible.

 � Tell some people individually.

 � Choose an appropriate means to inform. 

Principle 4: Inquire constantly
 � Ask about the impact of every communication.  Was the message heard and understood?

 � Set up a specific time to inquire.

 � Don’t feel compelled to immediately respond unless this is called for.  

Principle 5: Inquire genuinely
 � Create a climate that supports disclosure, disagreement, learning.

 � Actively listen, be genuine and sincere.

Principle 6: Inquire thoroughly
 � Explore emotions and thoughts.

 � Check to see if you were heard.

 � Invite challenge and conflict in the service of continuous learning.
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Principle 7: Don’t assume you were heard or understood.  And don’t ignore your 
history.
Choice of communication vehicle or media

 � Talking in person, being present for feedback

 � Communication vehicle is appropriate for the message being communicated

Presentation and delivery
 � All communications display honesty and openness

 � Paying attention to non-verbal cues

 � Sensitive to cultural differences, styles, variance in comprehension levels

 � Communicating early, simultaneously, and frequently (more than usual)

Content
 � Concerns of specific employees and employee groups are addressed

 � Timetable of events relating to the transition is provided

 � Addressing rumours, correcting misperceptions

 � Addressing the organization’s history

Inquiring about the impact of the communication
 � Measure of communication impact developed (e.g. confirming message was understood)

 � Inviting challenge in the service of continuous learning

Other considerations
 � Discretion exercised when appropriate

 � Communicating stability and “no news” when nothing new is happening

Module conclusion
In this section, you learned:

• some of the important principles of people-centered communication,

• five questions that you can ask your employees to gauge whether or not your communications are having their intended
impact,

• some communication “don’ts”, and

• some ideas about vehicles for communicating.
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Leading Change Module 3: 
Supporting Employees
In this module, you will learn six strategies for supporting employees during times of organizational change and personal 
transition.  These are:

• encouraging collaborative relationships

• offering incentives

• offering skill training

• empowering and offering control

• honoring the past

• and creating anchors of stability

Supporting transitions
Supporting transitions enables employees to best apply their skills, expertise, intellect, and energy to enact and enable change.

There are many ways to support employees with a transition process and six of the most important are discussed here.

Recognizing and putting resources towards each of these will go a long way towards leading the human side of change and 
facilitating transition.

Supporting employees
Supporting transitions enables employees to apply their skills, expertise, intellect, and energy to your change effort. This section 
presents six of the most important ways to support employees with their transition process.

Encourage collaboration
Encourage employees to share their thoughts and feelings with each other.  These collaborative relationships offer: 

• Mutual aid and emotional support (e.g., sharing losses, concerns),

• Information,

• Correction of rumours, and

• Exposure to different perspectives and others’ coping skills

Collaborative relationships need to be actively managed otherwise some employees will seek out others who share their same, 
pessimistic, inaccurate perspectives and an attitude of “we’re right and they’re wrong” may prevail. Keep meetings focused on 
mutual support and constructive action (e.g. “what would help in this time of change?”).  In some cases, consider inviting an 
outside moderator to observe the group, and to ensure that everyone has an equal opportunity to be heard.  

Exercise
How can you encourage collaboration?  What can you begin to do to foster mutual support among your team?

Use the space below for your response.
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Offer incentives
During change, the opportunity to earn rewards also changes.  Employees may no longer know what behaviors will be 
rewarded and they are probably working harder now with less fun. Thus, it is important to set up new and more frequent reward 
contingencies.  Reward can take the form of encouraging words, personal notes, etc.  Celebrate the small victories; spend lavishly.

Some examples of incentives and rewards include:

• personal notes and words of encouragement

• spending time with employees discussing something other than work

• special assignments of meaning to that individual

• a sincere “thank you” or “you did a great job”

• wider latitude for decision-making and influence

Exercise
How can you offer incentives?  What can you begin to do that will be meaningful and rewarding?

Use the space below for your response.

Offer skill training
With change will come the requirement for new skills.  Be sure you provide adequate and relevant training experience.  

In addition to any formal work-related assessment, allow people affected by change to do a self-assessment and decide what skills 
and/or knowledge they think they require.  

Listen to, and consider, their requests.

Exercise
How can you offer skill training?  What can you begin to do that will provide employees with the means to gain the skills that they 
require in order to support the organizational changes?

Use the space below for your response.
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Empower and offer control
Employees who participate in planning, initiating, and monitoring the changes that affect them have less stress, lower rates of 
absenteeism, and greater commitment to change.  When you change the structure and process of a person’s work, you potentially 
disarm their sense of competence and commitment.  They feel helpless and think “what’s the use of trying to influence this, I don’t 
have any control.”  

By giving each employee control over some part of their work, you can prevent these feelings of powerlessness and, thereby, 
manage the impact of change.

Exercise
How can you empower employees?  In what way can you offer some means of controlling or influencing the change(s)?

Use the space below for your response.

Honour the past
A critical part of helping employees manage the impact of change is to help them disengage from the past and engage the 
future.  “Honoring the past” is key to this process.  Every culture throughout all ages has recognized that rituals and ceremonies 
help people transition from one state to another.  Some of these rituals honor what we have lost (e.g. a funeral); some celebrate 
opportunities to come (e.g. New Year’s); and some mark the ending of one phase of life and the beginning of another (e.g. a Bar 
Mitzvah).    

Company sanctioned rituals to honor the past and celebrate the future are a key facilitator of transition.  They help employees let 
go of the past and move toward the future.    

Exercise
Think about ways to honor the past accomplishments of your workgroup.  Create an activity or set up a time to mark an ending.  
Be creative.  One company, when switching to a paperless office, had a “burn the old forms” ritual...employees brought one paper 
form they would no longer be using (because it was replaced by software) and burned it.

Use the space below for your response.
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Provide anchors of stability
During change, you need to remind employees that the foundation upon which the organization and their team is built will not 
change...something upon which they know they can rely.  It is like an anchor, stabilizing your position in a choppy sea, or like a 
point on the horizon that you focus upon when steering a bicycle to keep it upright. 

Some things won’t change during transition.  For example, the mission statement, the physical space that people work in, the 
team goals, reporting relationships, etc.. Point out anything and everything that remains the same. With their world turning 
upside down, employees benefit from knowing that there continues to exist a stable foundation that they can use as a platform or 
springboard for risking change.  

Exercise
How can you create some anchor of stability for employees?  What can employees rely upon?  What will remain unchanged?  

Use the space below for your response.

Tips for supporting employees
There are many ways to support employees during times of change.  Consider these:

 � Encourage collaborative relationships.  Actively manage the process, keep meetings focused on support, constructive 
action, correction of rumours, successful coping strategies, etc.

 � Offer rewards and incentives.  Use meaningful rewards such as words of encouragement, wider latitude for decision-
making, special assignments (note: plan your rewards with the employees themselves, to ensure that the reward is a 
meaningful one).

 � Offer skill training.  Provide adequate and relevant training experiences. Support self-assessment activities that help 
employees determine their own needs.  Consider skill-training as an investment in the new organization and a means to 
extend “shelf-life.”

 � Empower and offer control.  Help employees plan, initiate, and monitor the changes.  This helps employees feel hopeful, 
not hopeless.

 � Honor the past.  Help employees grieve and/or disengage from the past by offering company sanctioned rituals or 
events that honor the past accomplishments of the workgroup.

 � Create anchors of stability.  Point out anything and everything that remains the same.  What is the stable foundation 
upon which employees can rely?  Their skill set?  Their location?  The vision? 

Other ideas about support: Ask your employees these kinds of questions:
• “Are you getting what you need from me? The organization?  Each other?”

• “What can I do or provide that will help you achieve this change?”

• “We are learning as we go.  I’m interested to know what you think is missing.”
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Ask yourself:

• “What can I do to clarify mixed messages and address rumours?”

• “What ways can I offer support to employees that they will appreciate?”

• “Am I sincere?”

• “What more can be done?  How can I do it?”

Module conclusion
The support options in this section will go a long way towards helping employees manage their personal transition as they meet 
the demands of organizational change.

It is important to note that supportive efforts should not deny any of the risks that may be associated with organizational change.

Instead, supportive efforts should provide an element of comfort and safety for employees, despite these.
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Module 4: Risk-taking
The focus of this module is on risk-taking and how to best manage it.  

You will learn:

• a model of organizational risk-taking

• the organizational and personal factors that contribute to risk-taking, and

• a step-by-step risk-taking process

About risk-taking
Risk-taking is a necessary attitude and behavior for advancing organizational change efforts and personal transitions.

However, every organization has a unique risk-taking culture and employees have different comfort levels with risk-taking.

In order to lead change successfully, you need to ensure that employees are willing and wanting to take risks and that your 
corporate culture supports this.

A model of risk-taking
What is the relationship between a risk-taking culture and the tendency of employees to take risks?  Learn more here.

Think of risk-taking on two dimensions (organizational and personal), each a continuum from “risk-aversive” to “risk-taking.”    

A risk-taking culture tends to attract employees with a comfort for taking risks (e.g., the start-up technology venture populated by 
gen-Xers, excited by opportunity and full of spirited energy).  

In similar fashion, a risk-aversive culture tends to attract employees with a preference for less risk (e.g., the family-owned 
manufacturing business that has employed workers from generations of the same families, and that has experienced slow, but 
gradual, growth).  

The model here presented predicts that risk-taking cultures attract and support employees who confirm and match the 
company’s tolerance for risk: high risk ventures attract risk-tolerant employees; low risk ventures attract risk-aversive employees.
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Consider these two examples:  
1. A telecommunications company, for generations having been the single supplier of local phone lines, is suddenly faced with

competition from suppliers of wireless products, or

2. A pharmaceutical manufacturer long the sole supplier of a popular medication, faces competition from suppliers of a generic
form of that same drug.

In both cases, leadership may suddenly call for the organization to transform itself into a “leading edge” company.  Without a 
supportive risk-taking culture, and without an employee population prepared to take those risks, how do you think the two 
companies will respond to these challenges?  

Relevance to organizational change efforts
The relevance of this model to leading change is as follows: organizational change typically calls for some element of risk.  And 
sometimes employees are not prepared (personally) or supported (organizationally) to take those risks. 

Hence, efforts at change are slowed and sometimes blocked.

What influences risk-taking?
Risk-taking is influenced by both personal and organizational factors.  Learn more here.

Personal factors that contribute to risk-taking
Personality (inherent characteristic) differences.

This factor is unlikely to significantly change but can be modestly influenced by changes in the risk-taking climate of the 
organization. 

Differences in risk-relevant decision-making skills

Does the employee know how to make a judgment of risk?  This factor can be modified by training.

Past experience with risk-taking in the organization

Was past risk-taking supported? 

Structural/organizational factors that contribute to risk-taking
Generally speaking, a corporate culture that values and responds enthusiastically to risk-taking will experience more risk-taking by 
individuals (as called for).  Some measurable, and modifiable, factors include the following.

• Management attitudes toward risk-taking.

• Rewards (for example, money, bonuses, recognition, promotion, praise).

• Supports (for example, training, idea sharing, encouragement of management and peers).

• Available resources (for example, money, materials, equipment, information).
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How do you move employees towards risk-taking?
Consider yourself in an employees’ shoes and answer these questions as they would.

Your answers may lead to some surprising discrepancies between where you need to be, and where you actually are.  Take action 
to reduce this discrepancy and therein will lie one of your solutions to leading and managing change. 

1. What does my organization expect from me?

2. What is the payoff if I take a risk?

3. How will I be supported?

4. Do I have what I need to make taking this risk productive?
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Should you take the risk?  A process
Step 1: Identify the target

What is the target or goal that I want to pursue?

Step 2: Plan your action

What specific steps should I, and can I, take to reach this target?

Step 3: Consider the risks

What am I risking if I try to reach that target?

Step 4: Consider the supports

What personal qualities or organizational supports will help me or stand behind me if I choose to take the risk and pursue the 
goal?

Step 5: Consider the outcomes

What is the best case scenario?  The worst case scenario?  The most likely scenario?

Step 6: Consider your certainty

How certain am I that taking the risk will get the results I want?  What level of certainty do I need in order to take the risk?

Step 7: Plan your recovery

If things don’t go as I plan, how quickly or easily can I “bounce back” and recover or regain my confidence?

Step 8: Make your decision

Am I comfortable enough with the answers to these questions to proceed with taking the risk?  Does this risk appear to be worth 
taking?
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Module 5: Challenging inaccurate perceptions
Some of the biggest contributors to employees’ motivation to change, and their opposition, are their beliefs or perceptions of the 
changes they are experiencing. 

In this module, you will learn:

• some of the most common thinking errors during times of change and

• how to modify these

About beliefs and perceptions of change
Our beliefs and perceptions are a powerful determinant of our behavior.  

Therefore, an employee who perceives change as a threat will experience distress and will take steps to avoid changing.  

In contrast, an employee who perceives change as positive and challenging, will experience excitement and interest, and will take 
steps to contribute constructively to change efforts.

As a leader of change, you need to be aware of how your employees think about change and then take steps to modify these 
perceptions if they are inaccurate or unreasonable. 

Common perceptual errors
This requires that you know the kinds of common thinking errors that can occur during times of change, you find out whether or 
not these errors are taking place, and then take steps to correct or modify them.

During times of change and transition, when stress is high, there are four commonly experienced “thinking errors” or “perceptual 
errors” that lead to misperceptions, poor judgement, and misunderstanding.  In turn, these perceptual errors can lead to actions 
and feelings that interfere with forward progress, such as:

• Anxiety

• Rumination

• Inaction

• Resistance

• Hopelessness, and

• Distress.

Four types of errors
Overgeneralizing.  A single event is seen as a never-ending pattern.  For example: “This didn’t work before, so it won’t work this 
time.”

Catastrophizing and minimizing.  The importance of something is inappropriately exaggerated or minimized.  For example: “If 
this doesn’t work out, it will be a total disaster” or “your suggestion is ridiculous and won’t make any impact whatsoever.”

“Should”, “ought”, and “must” statements.  The person motivates themselves with “should” or “ought” or “must” statements.  For 
example: “They shouldn’t be doing this to us” or “you must do it this way or else...”.

All-or-none thinking.  Sometimes called “black-and-white” or “either-or” thinking, here a situation or event is perceived in 
extremes.  For example: “If we can’t get everybody on board, we might as well not try at all.” 
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Special issue: Perceived threat of job loss
During times of change, a workplace may be rampant with rumours (accurate or inaccurate) of potential job loss.  The errors of 
thinking previously described can fuel these rumours and worsen employees’ fears. 

For example, an employee with a tendency to overgeneralize may think “Even though they say they aren’t cutting jobs, I’ve seen 
this happen before.  The last time they implemented this kind of change they cut staffing levels by 10%.”  Or, the employee who 
tends to catastrophize may think “it doesn’t matter what they say...I know I’m going to lose my job.”

The next section of this module explores ways in which you can respond to these perceptual errors.  Be sure to read this section to 
learn ways that you can respond to perceived (accurate or inaccurate) threats of job loss.  Additionally, if organizational changes 
will lead to job loss, be sure to read module six of this series.  It will help guide you through the process of delivering bad news. 

Exercise
Think about your team.  Have you observed any of the previous indicators of perceptual errors?  What words are employees using 
to describe the changes occurring?  Do any of these suggest “overgeneralizing”, “catastrophizing”, “should statements”, or “all-or-
none thinking”?

Correcting errors of perception
You can take steps to help change or modify inaccurate or unreasonable perceptions about change, including fears of job loss.  
Learn more in this section.

The previous four perceptual errors can be influenced and corrected.  This section outlines three of the strategies you can use for 
correcting these errors: (1) give perspective, (2) consider the implications, and (3) dispute and challenge.  Each of these requires 
effort and planning on your part, but the outcome is usually positive.  As well, the consequences of not taking action are dire.      

Keep in mind: correcting perceptual errors should be done in the interest of serving the employee’s transition process and the 
organization’s change requirements.  It is not about aggressive confrontation, downplaying fears, or denying reality (e.g. threats of 
job loss).  

Correcting perceptual errors is about presenting the facts of organizational change in a persuasive, and convincing manner, with 
a forceful energy that reflects the conviction you have of the reality of the situation.  You should approach this as an empathic 
scientist presenting a discovery to a highly skeptical audience: with passion, empathy, conviction, and facts.

Step 1: Give some perspective
Much of the misperception of change evolves from lack of perspective: an employee is too self-absorbed or too self-protective 
to see the ‘big picture.’  Or they are reliant upon someone else (e.g. management, perhaps including yourself ) to keep them 
informed, but that information is not forthcoming. 

Take whatever steps you can to give that employee information and distance so that they can gain perspective.  This means, for 
example: 

• Allow employees to collaborate and share their experiences together (thereby learning different perspectives from each
other).

• Actively promote alternative perspectives (e.g. “can you look at this from another point of view?” or  “is there another way
to think about this?”).

• Address fears and concerns directly.  Make these concerns a topic of discussion and provide whatever information you
have that can allay them.
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Exercise
Think about how you can begin to give some perspective concerning the organizational changes that employees are 
experiencing.   Use the space below.

Step 2: Consider the implications
Another means of changing perceptions is to ask employees to consider the implications of their thoughts and actions.  For 
example: 

• What are the implications of the conclusions you are drawing?

• What is the worst case scenario?

• If we continue along this path, what may happen?

• What alternative path should we consider?

• What good is telling ourselves that this won’t work without even trying?

• What is the most courageous and hopeful action that we can take right now?

Exercise
Think about how you can begin to help employees consider the implications of their own thinking, perceptions, and conclusions 
about organizational change.  

Step 3: Challenge and dispute
Challenging misperceptions is like putting them on trial: you weigh the evidence that supports or disproves the perception, 
consider alternative explanations, and render a new, more reasonable and optimistic, judgement. 

Consider the facts that support or refute the conclusion being drawn.  

Ask:

• What is the evidence supporting the conclusion you are making?

• What exactly are you basing these conclusions on?

If you discover that the information employees have is inaccurate, or that  perceptions are based on nonexistent information (e.g. 
overgeneralizing from a previous experience), be sure to correct them.  Provide accurate information and/or identify rumours that 
have no basis in fact. 

Exercise
Think about how you can begin to challenge and dispute misperceptions or unrealistic or unreasonable conclusions about 
change. 
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Step 4: Consider multiple possibilities
Consider the multiple possibilities that explain the cause of any event.  Organizational change is very complex and thus it is 
important to consider the multiple possibilities for all of the events that are taking place.  Ask:

• What other possibilities explain what has occurred?

• Are you jumping to conclusions?

• Is there any other explanation that could account for what you are thinking, no matter how unlikely?

Exercise
Think about how you can help employees begin to consider all of the multiple possibilities that exist for their present 
circumstances and all of the possible ways of explaining the various events that are occurring.

Tips to help correct misperceptions: Summary
The four most common errors of misperception are:

1. Overgeneralizing.  A single event is seen as a never-ending pattern (e.g. “this didn’t work before, so it won’t work this time”).

2. Catastrophizing and minimizing.  The importance of something is inappropriately exaggerated or minimized (e.g. “if this
doesn’t work out, it will be a total disaster” or “your suggestion is ridiculous and won’t make any impact whatsoever”).

3. “Should” or “ought” statements.  Statements are made as if moral imperatives (e.g. “this shouldn’t be happening to us” or “you
must do it this way or else...”).

4. All-or-none thinking.  An event is perceived in its extremes (e.g. “if we can’t get everyone on board, we might as well not try at
all”).

Strategies to change or “correct” these misperceptions  
Keep in mind that these strategies should be used in the interest of serving the employee’s transition efforts, and the 
organization’s change requirements.  This is not about aggressive confrontation or denying an employee the reality of their 
experience.  You should approach this in a helpful, supportive fashion, and seek to correct only those perceptions that are actually 
unfounded in truth.  

 � Give perspective.  Help employees see the “big picture.”  Allow them to share their experiences in order to learn from 
each other.  Or actively promote another way of looking at the situation.  

 � Consider the implications.  Help employees consider the implications of their thoughts and actions.  For example “what 
are the implications of the conclusions you are drawing?” and “if we continue along this path, where will this lead us?” and 
“what is the most courageous and hopeful action that we can take right now?”.

 � Challenge and dispute.  Help employees weigh the evidence (for and against their thoughts).  Consider the facts that 
support the perception, refute the perception, and consider the multiple possibilities that could explain the perception.  
For example, ask “is there any other explanation that could account for what you are concluding?  No matter how 
unlikely?”.
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Module 6: Bad news, support & self-care
During times of change, not all news is good.  As a leader of change, sometimes you have to deliver this bad or unwelcome news 
to employees.

The focus of this module is to help you plan the delivery of bad or unwelcome information and to suggest ways that you can 
support employees that are troubled or distressed by it.

Supporting troubled employees
No one is an expert at handling all of the problems that can arise during times of organizational change and personal transition--
neither you nor your employees.  

You may notice that some of your employees appear significantly distraught or that they are unusually absent from work.  

It is important to address these concerns and help them get additional support if they need it.   

Take care of yourself
Your effectiveness as a leader of the human side of change is only as good as your ability to “walk the talk.”  This means caring for 
yourself and recognizing that your ability to influence events and other people has limitations beyond which you cannot reach.    
It is easy to get so caught up in managing employees that you neglect to take care of yourself.  

Take time each day to reflect upon the impact of change on your personal and work life, and the toll of managing others’ reactions 
to change.  The first step towards managing these feelings is to take the same advice that you would give to others.  

Delivering unwelcome news: Step 1
Before delivering bad news, take time to prepare yourself, the message, and the audience.  

Prepare yourself
Think about what you are bringing to the situation that may influence your choice of words or style of delivery.  Ask yourself 
questions like these: 

If I were completely comfortable with this information, how would my delivery be different?

In what way are my thoughts or feelings (e.g. anxiety, worry) influencing the way I am presenting this information?
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Prepare the information
Ask yourself:

Do I have the information I need to justify the statements I will make?

What will be my first (opening) statement?

Am I sufficiently familiar or knowledgeable about the news to speak confidently to it?  If not, what can I do to find out more?

Prepare the audience
What can you do to best prepare the recipients of your message (e.g. timing, explaining the context of the information)? 

Ask yourself:

What other events are happening at this point in time that may cause this news to weigh particularly heavy on my audience?

How can I establish context for this information?
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Delivering unwelcome news: step 2
When delivering the message, pay close attention to your presentation style, and keep focused on the impact of your message on 
your audience.

Be sincere and genuine
Consider your choice of words and delivery. 

• Be spontaneous, not scripted.

• Don’t take refuge in your role as manager.  Remember, this is difficult for you, too, and your audience may benefit from
knowing that.

• Stay connected to people with eye contact, attentive posture, and careful listening.

Be observant
Focus a considerable amount of attention on your audience. 

This means:

• Attend to both non-verbal (e.g. gestures, facial expression, posture) and verbal cues.  Are they consistent?

• Be occasionally silent.  Allow opportunity for response and reaction.

Be helpful
Offer supportive comments and any information that is focused on the steps that you or the organization are taking to assist.

Consider company resources that are available to support employees, and provide clear instructions (verbal and written) on how 
to use these.

Exercise: Action plan
What steps can you take to ensure that your delivery of the message is sincere, offers opportunity for you to observe your 
audience’s reaction, and is helpful?

Use the space below for your action planning step (e.g. “I will remind myself to pause and allow opportunity for others to respond, 
even though this may be difficult for me and I will want to fill in those silent periods with words of my own”).

Delivering unwelcome news: Step 3
Following your delivery of information, there are a number of actions you can take to be supportive.

• Keep records

• Document what you have said and any comments or observations about the session.

• This information may be of use in the future if a concern is raised or if your information is questioned.
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Follow through on promises and commitments
• Don’t make a promise you can’t keep, and keep any promises you make.

Keep supporting
• During times of unwelcome news, employees may become increasingly self-absorbed and, consequently, productivity

may decrease.

• The best you can do is to support employees with your presence, expressions of concern, and company resources.

Keep future-focused
Emphasize the need to keep future-focused by urging employees to answer this question:

• “What does this information call for me to do, despite my temporary feelings of discomfort?” 

Exercise: Action plan
What steps can you take to ensure that your delivery of the message is sincere, offers opportunity for you to observe your 
audience’s reaction, and is helpful?

Use the space below to plan your action step (e.g. “I will remind myself to pause and allow opportunity for others to respond, even 
though this may be difficult for me and I will want to fill in those silent periods with words of my own”).
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Delivering unwelcome news: Checklist
Step 1: Prepare
Before delivering unwelcome news, take time to prepare yourself, the message, and the audience.  Think about what you are 
going to say and plan how you will say it.

Prepare yourself.  Think about what you are bringing to the situation that may influence your choice of words or style of delivery.

Ask yourself questions like these: 

If I were completely comfortable with this information, how would my delivery be different?

In what way are my thoughts or feelings (e.g. anxiety, worry) influencing the way I am presenting this information?

Prepare the information.  Ask yourself:

Do I have the information I need to justify the statements I will make?

What will be my first (opening) statement?

Am I sufficiently familiar or knowledgeable about the news to speak confidently to it?  If not, what can I do to find out more? 

Prepare your audience.  What can you do to best prepare the recipients of your message (e.g. timing, explaining the context of 
the information)?  Ask yourself: 
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What other events are happening at this point in time that may cause this news to weigh particularly heavy on my audience?

How can I establish context for this information?

Step 2: Attend to your delivery style
When delivering the message, pay close attention to your presentation style, and keep focused on the impact of your message on 
your audience.    Don’t become so wrapped up in the information you are giving (and perhaps your discomfort with it) that you 
ignore how you are coming across to the audience, your body language, your tone, etc..   

Be sincere and genuine.  Consider your choice of words and delivery.

• Be spontaneous, not scripted

• Don’t take refuge in your role as manager.   Remember, this is difficult for you, too, and your audience may benefit from
knowing that

• Stay connected to people with eye contact, attentive posture, and careful listening.

Be observant.  Focus a considerable amount of attention on your audience.  This means: 

• Attend to both non-verbal (e.g. gestures, facial expression, posture) and verbal cues.

Be occasionally silent.  Allow opportunity for response and reaction.

Be helpful.  Offer supportive comments and any information that is focused on what steps you or the organization are taking to 
assist.  Consider company resources that are available to support employees, and provide clear instructions (verbal and written) 
on how to use these.

Step 3: Follow-up
Following your delivery, there are a number of actions you can take to be supportive of a person or a group.

Keep records.  Document what you have said and any comments or observations about the session.  This information may be of 
use in the future if a concern is raised or if your information is questioned. 

Follow through on your commitments.  Don’t make a promise you can’t keep, and keep promises made.

Keep supporting.  During times of unwelcome news, employees may become increasingly self-absorbed and, consequently, 
productivity may decrease.    The best you can do is to support people with your presence, expressions of concern, and company 
resources.  
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Keep future-focused.  Emphasize the need to keep future-focused by urging employees to answer this question: what does this 
information call for me to do, despite my temporary feelings of discomfort?  What action do I need to take despite how I may be 
feeling at this present moment?  

Supporting distressed employees
The impact of change is sometimes overwhelming.  Take immediate action if you suspect any employee is significantly troubled or 
distressed.

The following are general guidelines.  Be certain to confirm the precise procedure and protocol for your workplace.

 � Familiarize yourself with company policy and procedures concerning employee distress issues.

 � Document the behavior and gather facts (e.g. performance issues, observable signs of distress).  If possible, ask another 
manager or supervisor to confirm your observations.

 � If available, consult with an Employee Assistance professional and your company HR department concerning actions, 
guidelines, and assistance.  Typically, the EAP is a 24-hour confidential service available to all managers and employees, 
for many kinds of issues.

 � Meet with the employee and discuss the strategies recommended by HR and the EAP.  It may be important to have a 
representative of the union present, if called for, and/or someone from HR, and/or the EAP person. 

 � In cases of emergency, notify security and HR immediately and consult with EAP concerning your options.
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Self-care: some issues
As a leader of change, many employee-related issues can weigh heavily upon you.  Some of the most common issues are 
presented here.  

The following list identifies some of the common issues that can weigh heavily upon a leader or manager during times of change 
and transition.  

There are no easy answers to any of these issues.  Instead, consider whether or not any of these are part of your experience, and 
discuss with a colleague or mentor.  You may find comfort in discussing them, and possibly some ideas on how to cope with, and 
resolve them.  

As well, consider applying the strategies for correcting perceptions (module 5).  You, yourself, may be exaggerating your situation, 
catastrophizing, seeing only in black and white terms, etc.

“I feel discomfort because I can’t take care of the employees that have always depended on me.”

• During organizational change, sometimes it seems impossible to give employees everything that you believe they are
due.  Or you have to defend decisions that you, yourself, may not fully agree with or understand.

• You can easily get caught in a dilemma of loyalties: loyalty to the organization that employs you (which requires that you
sometimes defend decisions that you don’t completely understand) and loyalty to your employees (trying to help them
feel better).

“Everything moves so slowly...”

• Organizational change takes time.  The structure is envisioned, the resources are examined, the personnel requirements
are determined, etc.

• Sometimes the only thing you can offer is to communicate to your employees the process being used to enact the new
vision.

• Additionally, communicate that this process is fair, just, and in accordance with the larger organizational vision.

“I can’t rely on the system anymore”

• During times of organizational change, you can’t always rely on historical structures and processes.

• Sometimes you have to put trust into a developing process, one that hasn’t been tried nor yet proven.

“I’m worried that it looks like I’m not in control of anything anymore”

• During organizational change, sometimes everything appears to be changing and you are learning continuously, as you
go.

• Perhaps you worry that your continual mid-course corrections and indecisiveness will cause employees to question your
leadership.

• The only control you actually have is through an intentional, planned, discovery process.  One that enables you to
experiment, to explore, and to evolve.

“I don’t like bringing distress upon my most loyal and longstanding employees”

• Employees can be distressed by virtue of the fact that during organizational change efforts they lose much of their sense
of competence.

• Indeed, more experienced employees sometimes lose their “edge” because they are no longer able to draw upon the skills
that they have successfully utilized in the past.
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Some tips for self-care
An important part of self-care during times of change is to ensure that you maintain a healthy lifestyle.  

Strategy 1: Eat well
One of the basics of self-care is to eat well.  Fueling your body with proper nutrients is important because your body’s physical 
state can influence your mood, stress level, and health.  Thus, always strive to eat a good, balanced diet.

Be sure that your daily food choices include:

• Grain products. For example, whole grain cereal or bread, barley or brown rice, bran flour in muffins, pasta.

• Vegetables and fruit. Particularly the dark green and orange varieties like broccoli, carrots, and oranges.

• Milk and milk products. For example, yogurt, cottage cheese, puddings.

• Meat and lean protein alternatives. For example, chicken, fish, lentils, eggs, peanut butter, tofu.

• Few added fats. For example, use low-fat versions of salad dressing, low-fat condiments such as mustard and salsa rather
than mayonnaise.

Strategy 2: Develop good sleep habits
Good sleep habits lead to better sleep.  This, in turn, improves mood, reduces stress and tension, and leaves you feel more 
energetic and refreshed. 

Everyone has different sleep requirements, so use your own internal wisdom about how much sleep is right for you. However, 
good sleep habits are important for everyone. Try these tips.

• Do something relaxing, like reading a book or taking a warm bath before going to bed.

• Avoid caffeine-containing foods (e.g. chocolate) and beverages (e.g. coffee, tea, and soft drinks, especially colas) at least 4
hours before bedtime.

• If you are not asleep approximately 1/2 hour after lying down, get up and read or do something relaxing until you feel
drowsy. Then, go back to bed.

• Never use your bed for activities other than sleeping and intimacy. For example, don’t lie in bed eating while watching
television. Keep the bed a place for rest.

• Avoid alcohol in the evening. Even a small amount of alcohol (e.g. a glass of sherry) can later awaken you, and larger
amounts of alcohol will interfere with the quality of your sleep.

• Try the relaxation techniques from the “reduce tension” section of this course, while lying in bed. For example, try
visualizing a peaceful, calm scene.

If you still have trouble falling asleep, see your physician. Sometimes this sleeplessness is a sign of depression and will be helped 
when the depression is treated, and sometimes the physician may prescribe a brief period of sleep-aid medication (note: any 
medication to aid sleeping should only be used for a few days, not on a regular basis).
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Strategy 3: Get active
This may surprise you, but a proven research finding is that one of the most effective ways to improve your health and alleviate 
stress, worry, sadness, and even anger, is through regular activity and exercise. 

Just about any kind of activity or exercise is helpful (e.g. walking, cycling, tennis, even gardening) because it helps release tension, 
helps clear your mind of distressing thoughts, and improves your overall fitness level. 

An ideal combination of activity involves aerobic, stretching, and toning exercises.

• Aerobic activity involves repetitive movements of large muscle groups. This kind of activity helps strengthen your
cardiovascular system and increase stamina. Examples include jogging, swimming, brisk walking, bicycling, and tennis.

• Stretching activity is slow, sustained, and relaxing. The goal is to decrease muscle tension, improve flexibility, and
maintain joint mobility. Yoga is a good example of stretching.

• Toning activities focus on firming specific muscle groups. Examples include weightlifting (resistance training), sit-ups,
stomach crunches, and push-ups.

Get active: Your action plan
Step 1: Determine your pre-activity fitness level
If you are not used to exerting yourself, be cautious before increasing your activity level because it can lead to injury (e.g. muscle 
strain) which, in turn, could frustrate you.

If you lead a fairly sedentary lifestyle, are overweight, smoke, or have any limiting health conditions, always increase your activity 
levels slowly (e.g. increase your distance or pace of walking very gradually over time).

A good way to determine your readiness for activity, and the amount and frequency of activity that will be helpful for you, is to 
consult your doctor or health care provider.

Additionally, consult your doctor if any of the following symptoms emerge during activity: dizziness, irregular heart beats, a 
tightness or pressure in your chest, shoulders, arms, or neck, or if you feel extreme exhaustion or breathlessness after you have 
stopped the activity.

Otherwise, if all systems are go, proceed to step 2!

Step 2: Consider these questions
When planning to increase your activity level, consider these kinds of questions:

• Do you want to improve cardiovascular functioning or weight management (emphasis on aerobic activities), muscle
flexibility (emphasis on stretching), or improve tone and strength (strengthening activities)? Or some combination of
these?

• Do you prefer indoor or outdoor activity? Being alone or with others? Competition (e.g. sports) or not?

• How much time are you willing to devote to improving your activity level and controlling your stress? What time of day is
best for you to be active?
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Strategy 3: Get active
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stopped the activity.

Otherwise, if all systems are go, proceed to step 2!
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When planning to increase your activity level, consider these kinds of questions:

• Do you want to improve cardiovascular functioning or weight management (emphasis on aerobic activities), muscle
flexibility (emphasis on stretching), or improve tone and strength (strengthening activities)? Or some combination of
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best for you to be active?
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Step 3: Consider your activity options
Activities of light intensity include:

• strolling

• gardening

• playing Frisbee

• bowling

• yoga (gentle forms, e.g. Hatha yoga)

Activities of moderate intensity include:

• brisk walking

• biking

• dancing

• push-ups or sit-ups or light weight lifting

• climbing stairs

• tennis

• in-line skating

• swimming

• yoga (moderate forms, e.g. PowerYoga or Ashtanga Yoga)

Step 4: Establish activity goals
Consider the information from the preceding steps and set some specific goals for yourself.

For example, if you like to exercise with others and have a daily lunch break, consider a brisk walk with friends for half of your 
break (the other for eating your lunch). Be sure that your goals are specific, achievable, and motivating.

Use the space below to record your activity goals for the upcoming week, two weeks from now, and one month from now.

Step 5: Identify any obstacles to increasing your activity level
What might interfere with your plans or goals for increased activity (e.g. motivation, forgetfulness, lack of equipment, lack of time, 
uncertain how to perform an activity)?

Describe your potential obstacles in the space below and how you will deal with them if they arise.

For example: “My biggest obstacle is motivation. So I will plan to exercise with a friend and we will help motivate each other.”

Activities of vigorous intensity include:

• jogging

• aerobics

• yoga (power forms)

• jumping jacks

• soccer

• squash

• rope jumping
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Step 6: Track your progress with a daily activity diary
Successful change requires that you track your progress so that you know when you are being successful at increasing your 
activity level.

A daily activity diary can help. Here, you record:

• Your activity throughout the day, including a description of the activity.

• The duration and intensity of the activity.

• Any comments or thoughts you had before, during, and after the activity.

At the end of this action plan there is a “daily activity diary” that you can use. Photocopy or print extra copies for yourself and use 
these as long as you like or until activity becomes a habit in your life and you find that you no longer need to keep track of your 
progress.

Step 7: Reward yourself 
Finally, a good action plan includes a reward to celebrate your success. How will you reward your progress? How often will you 
reward yourself? Use the space below to describe your plan to reward yourself.

For example: “At the end of a successful week of lunch-break walking, I will reward myself by going to a movie with a friend” or 
“when I finish two weeks of attending the regular yoga classes at my fitness centre, I will reward myself by shopping for some new 
clothing.”
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Exercise/Daily Activity Diary
Week of: 

Activity
Duration or 

intensity 
(low, med, high)

Comments 
(how did you feel 

afterwards)

Monday

Tuesday

Wednesday

Thursday

Friday

Saturday

Sunday


