
Organizations and Change
Overview slides to educate and inform executives about what to expect 

and how to act in order to support and help the change initiative to 
succeed
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To survive most companies have the need to 
constantly adapt to better function in changing 

environments and to ensure better business 
outcomes from their activities.



To survive and thrive companies must …

Align these organizational aspects  
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To better function in the changing environment and 
need to monitor produced outcomes against desired 

outcomes 
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Discussing change with Executive Team/Leaders

• Define the burning platform specifically – show undesirable outcomes 
vs what is instead desirable (what is driving the need for changes in the company at 
this moment/time?)

• Be specific about what will change

• What are milestones, deadlines associated with the change

• What are your expectations of them as a leadership team? Behaviors, 
support, communications over the next few days/weeks? (you can be 
general in terms of approach and have a follow-up discussion on more specific actions)



To succeed change needs…
• To be understood intellectually by those who need to change behaviors, adopt 

new approaches and activities or tasks. Be sure that senior leaders and change 
leaders can explain why we are changing, what is changing and how things are 
going to change specifically. 

• People need to be able to feel emotionally engaged with the process, with those 
leading the change and also connect with the desired outcomes that are 
envisaged. Those managing the impacted employees are key to successful 
outcomes. Communications to employees are important to inform, motivate and 
recognize and reward progress in the right direction.

• Keeping the momentum going. Set the path, explain the path and what is 
needed, measure progress and report on it. And reward the desired new 
behaviors and outcomes when they materialize.



How can we expect change to impact  communications 
in this company

• New acronyms and vocabulary start to be used 

• People are not sure who should be included in messages and decision-making 
going forward

• Messages are not shared or does not contain the initial intention from originator

• Information flows in unexpected ways – originate from different people and pass 
through the organization from different angles

• Many rumours are floating around

• What is the “truth” keeps changing; some leaders stop communicating to their 
direct reports claiming they do not know what to say anymore

• Big increase in information and answers requested by employees and managers 
lower down into the organization

• People are less willing to commit to dates or actions

• The amount of information to communicate is large and seemingly increasing 
(remember that until all is settled several decisions are made and re-made to 
embed the changes into the organization



Change impacts organizations in many ways

Organizational 
Effectiveness 

Suffers

Communication 
deteriorates and 
not everyone is 

on the same 
page

Power struggles 
make people 

focus inward vs 
outwardly

Loss of good 
people who 

leave voluntarily 

Morale suffers 
and people 

become more 
risk averse

Teams don’t 
work as well 

as before

Productivity is 
lowered and 

some 
processes start 

to suffer



Tips for leaders dealing with change

Be grounded in 
your own values

Do what you know is 
right and focus

Be flexible and 
adaptable

Improve 
Communication

Be honest and 
empathize with others

Communicate more

Involve others

Put the customer first

Be transparent 
regarding your 

decision-making with 
colleagues

Manage through 
the change

Only concern yourself 
with items you can 

influence

Break every 
step/instruction down 

into 3 to 5 parts 
maximum to help 

others stay focused 



Organizational change – what 
about the people?



Reorganization - Impact on employees

• Layoffs cause affected employees to have a life-changing experience, 
which can trigger strong emotions

• Employees deserve to be treated with respect, honesty and compassion 
and to be supported (where appropriate) during the exit

• Notices should take place fast to limit the duration of uncertainty, which 
could lead to high levels of anxiety and concern amongst employees who 
would not be laid off

• Remaining employees should be informed when the notices have been 
completed and also about the business reasons that have lead to the lay-
off.

• Managers need to be prepared for the notice meetings



Typical impact on the workforce during change

• People increase their personal time off by 10 to 20%

• Job satisfaction and employee morale drop

• Productivity can drop by 30 to 50%

• People’s ability to maintain focus on important items lessen; may become 
more forgetful

• People have a natural tendency to spend more time talking to others at 
work and may gather more at the coffee machine/water fountains



During periods of change employees have needs

• Employees need information and need to be 
listened to. Their concerns must be heard for 
them to successfully navigate through the 
adapting process.

• Employees need to feel that there is empathy 
in their environment – not everyone adapts to 
change at the same pace and it is the role of 
the leaders to work with their direct reports as 
they navigate through this process

• Employees need to feel that they are able to 
ask questions and impact what comes next –
make some choices that impact their own 
situations.

• Employees need to hear specific suggestions of 
how they can better understand and adapt to 
the changes needed in the company.

• Often employees get closed doors and leaders 
unavailable to discuss their concerns and questions.

• Often employees are told to just stop resisting and 
get on the team, which is not helpful to them in 
learning to behave in new ways and adapt to the 
changes.

• Often employees are given no choices. They are told 
what to do, when to do it etc and the general 
expectation is simply that they would comply.

• Sometimes employees are not 100% sure how 
changes will impact them or what exactly is 
changing about a process, approach etc. This makes 
it tough for them to understand exactly what they 
need to do differently and how.

Needs



People go through phases of change
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Commitment

Exploration

Resistance

Denial

Leaders help the 
process move 
upwards by 
communicating 
honestly, being a 
role-model for 
integrity and caring, 
supporting others as 
each person goes 
through the process



Leaders’ Role in Organizational Change

• Understanding and managing the dynamics associated with the changes

• Leading by example, role model new behaviors, acting in a trustworthy manner. 
Being trustworthy is the number one requirement that employees have of their 
leaders/managers. Being able to trust one’s manager is especially important during a 
change process in the company to help employees adapt to new behaviors and 
processes/tools.

• Minimize any dysfunctions – individual or team-based behaviors showing resistance 
to the planned changes



As a leader, are you trustworthy? (self reflection)

• Are you able to and have you proven in the past to be able to deliver the 
outcomes that were expected and communicated to your direct reports? Can 
they believe that you have the ability to do what you are telling them that you 
will do?

• Do your “walk and your talk” align with each other? Do they see your actions as 
aligned with your words? If they see discrepancies they are likely to doubt your 
integrity during the change process.

• Can you direct reports believe that you will advocate for them (care about their 
needs and concerns) when they are not there to hear a conversation? Have you 
demonstrated that you are an advocate for them and issues they brought to you 
or do they feel that you are likely to “throw them under the bus”? 

• Do you maintain ethical boundaries? Or are you taking openly about individuals 
who are likely to be negatively impacted by the changes – for example those who 
may need to leave the company as a result of the change – to others around you?



Resistance can slow down change

16

Individual 

resistance

Organizational 

resistance

Stick with old habits

Does as little as 

possible to ensure 

job security

Fear of the unknown

Selective Processing 

of Information

Sees threat to old 

power position

Sees threat to old 

resource allocations

Hiding behind 

existing structures 

and processes

Acts as if unaffected 

by change 

Group/Team slow to 

respond to requests

Leaders look out for these symptoms and addresses by 
clarifying where needed and offering guidance



Groups of people and change

• Groups typically form over time and after some time the groups tends 
to have :

• Common outlooks on topics/changes 

• Similar behaviors and values

• Shared sense of what is “real” and “right”

• Have a close allegiance with each other and loyalty the group’s interests

• Natural resistance to any efforts (including change) which could pull the group 
away from their view of what is real.

• Defend the group



Leaders: dealing with Resistance
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“There is no such thing as resistance, 
only your failure to communicate” 



Recognizing the phases
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Denial “things were much better when…”
“it is not possible to…”
“this won’t work here”
Continue to act as if nothing is changed/changing
Refusing to listen to new information
Switching off 

Resistance Anger
Loss and hurt feelings
Stubbornness
Blaming others
Complaining
Getting sick
Doubting own ability

Exploration “how will this affect me”
Seeing possibilities
Indecisiveness
Feeling unfocused and unclear of what to do next
Asking for help/support to move on

Commitment “What do you need me to do?”
Focus
Teamwork
Cooperation
Balance

Listen to those working for 
and with you and address 
concerns and issues as you 
realize the phase he/she may 
be stuck in during this change.



Active Resistance shows up this way

• Lower levels of productivity

• Constant disagreements and friction in teams or among people 
working closely together 

• Quiet hostility

• Deliberate opposition when change actions are suggested or required

• Discussing how the change will not succeed based on past efforts.

• Creating unrest in others 

• Denial of issues that should be dealt with

• Not pointing out important issues to be addressed



Pay attention to how passive resistance shows up

• Confrontation is not visible and productivity is quietly slowing down

• “Go slow” – not delivering outcomes at the right times as per 
agreement

• Lack of information sharing to the point of deliberately withholding 
information

• Staying in the past “we do it this way”

• Explaining changes in complicated ways

• Blaming those leading the change and the change initiative itself for 
lack of performance and/or results



Leadership during change

• Be able to discuss and explain the following key questions:
• Why is this organizational change urgent to take place?

• Who wants/supports this change taking place?

• What exactly are we hoping to achieve (specific results)?

• How will we have to change as a company (specifics)?

• Who will be impacted and involved?

• What do I have to do differently and what do you need to do differently going 
forward? 

• When can we expect to see some changes? Are there key deadlines? 

• How will we keep people informed or up to speed with the progress?



Retention

o Sleep Disturbance

o Crying Spells

o Poor Concentration

o Work Productivity Problems

o Illness

o Absenteeism

o Low Morale

o Lack of Motivation

o Fatigue

o Agitation

o Confusion

o Short/Long Term Memory Problems

o Decreased Attention Span

Be sure to stay close to remaining employees to limit retention risks!  

REMAINING EMPLOYEES’ LIKELY REACTION TO LAYOFFS:



Going forward

• Impacted people will be notified by manager together with HR in specific meetings 
between now and ………..

• Please do not discuss your participation in any activities related to departing employees 
with others. 

• Ensure that you have a plan for transferring work or activities from departing employees 
to others as needed to ensure continuation of business critical processes.

• Talk to your HR representative if you have questions about how the specific notification 
meetings will be structured and what the expectations are of you, the manager, in the 
process. 

• There will be an internal announcement when all impacted employees have been 
notified to let everyone know that the notification period is over. As a leader, it is 
important to stay close to your direct reports who will remain to ensure they feel 
listened to, supported and are motivated to stay.


