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ChangeFit360 Leader Change Map and Guide  
 
How successful have you been in surviving the Change Wilderness? 
 
Have you faced the Cliff of Change Risk, the Change Saturation Swamp or the (Change) 
Resistance Rainforest and stumbled on your path? Or maybe you have made it all the way to 
the Sustainment Summit? 
 
No matter your previous experience or success with leading your employees through change, this 
guide is for you! 
 
The intent of this guide is to help you successfully lead your employees through the disruption 
and uncertainty associated with any type of change. 
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The purpose of the guide is to support you by: 
 
1. Helping you determine where your employees are in the change process and how best to 

help them navigate through change 
 
2. Assisting you in understanding your accountabilities in change and how they support you 

to be a great manager 
 
3. Providing tips and situational exercises for you to use to successfully lead your employees 

through change  
____________________________________________________________________________ 

 
 
The Change Process 
 
Change is a process that people go through individually and at their own pace. Change happens 
every day. The goal of managing change is to move people from the current state to the future 
state as quickly as possible and with the least amount of disruption. 
 
While going through the change process, employees may experience a variety of emotions 
including optimism, shock, denial, anger, bargaining and testing, in order to reach change 
acceptance. Additionally, employees may be resistant to change, which is a normal part of the 
process and should be expected and welcomed. The earlier you can identify resistance and be 
proactive in addressing the reasons for it, the better for your teams. People resist change due 
to any of the following concerns: 
 
 
a. Control: The employee is concerned the change is happening to them and there is nothing 

that can be done. The number one thing people fear most about change is loss of control. 
Discuss how the employee can become more involved with the change by being part of the 
process (i.e., become a team expert on a new tool or process). Note, this is the #1 reason 
that people resist change. 

 
b. Comfort: The employee feels uneasy about the change. Share a time when you felt 

uncomfortable with a change and the steps you took to overcome that feeling (i.e., first day 
on the job). 

 
c. Competency: The employee is concerned they will not have the needed skills and abilities 

to perform in accordance with the change. Create opportunities for employees to have 
additional practice time and/or be coached or mentored by others. 

 
d. Capacity: The employee is concerned that it will take them much longer to perform their 

job post- change. Encourage employees to experience the resulting change for a period of 
time to see if capacity is a true concern once proficiency has been achieved. Be open to 
further dialogue on the capacity concern. Adopting, becoming proficient and sustaining 
change takes time. It should be expected when a change is new that it will initially take 
longer to complete a task(s). With time and experience, however, productivity for that same 
task will increase. 

 
e. Confidence: The employee is concerned there is no plan to help them navigate through the 

change. Share the actions being taken to move employees through the change. 
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Leader Accountability During Change 
 
As a leader, you have key accountabilities to help your employees through the change 
process. 
 
To be effective, you need to perform multiple roles during the change process. Each role 
below supports moving employees through the change process, as well as supporting one or 
more behaviors that great people managers do to enable success. 

 

 
 

Role 
Supported Behaviors of 

Great Managers 
Tips 

 
Communicator 

Listen, communicate, 
engage and build trust 
 
Provide direction and set 
objectives 
 
Advise on technical skills 
and processes 

• Communicate often and early, communicate key 
messages relative to the change five to seven 
times to ensure they are retained.  

• Communicate in multiple ways. The average 
person receives 120 emails a day, so don’t rely on 
email alone to communicate key messages 
regarding change. 

• Communicate using storytelling to help you 
connect on a personal level with employees. 

• Make sure employees understand they are part 
of the change and where possible, what they may 
gain from the change. 

• Be authentic and honest when communicating. 
Employees don’t expect you to have all the 
answers and appreciate it when you acknowledge 
such. Simply tell them you don’t know the answer 
but that you will find out. Then get back to them 
with the information in a timely manner. 
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Advocate 

 

 

Show care and concern for 
employees  
 
Support and empower 
employees 

• Make your support for change visible to your 
employees.  

• Encourage open dialogue. Discuss the change, 
listen and be open to questions and resistance 
concerns from your employees regarding change. 

• Be a role model by consistently displaying 
behaviors and actions that you want to see in 
your employees. 

• Empower your employees to help drive the 
change. Give those who are leaders on the team 
an active role in driving the change forward. 

 
Coach 

 

 

Coach and develop 
employees  
 
Provide feedback, praise 
and recognition 
 
Enable delivery and 
productivity 

• Remove barriers that may be causing your 
employees to resist the change. 

• Support training and development relative to the 
change. Create opportunities for employees to 
mentor and coach each other through the 
change. 

• Where possible, let your employees know how 
you will be measuring their success adapting to 
the change. 

• Provide encouragement and positive 
reinforcement as employees being experiencing 
the change. Acknowledge and celebrate big and 
small successful outcomes of the change. 

 
Liaison 

 

 

All 

• Identify the business resource(s) that are 
responsible for monitoring the outcomes of the 
change. 

• Keep change behaviors and outcomes in your 
dialogue with employees so they know desired 
outcomes form the change remains a priority. 

• Continue to acknowledge and positively 
reinforce outcomes of the change. 

• Ensure the change gets incorporated into 
onboarding activities as business as usual for 
future employees. 
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Put into Action 
 

Discussion Key Messages 

Situation: Build Understanding and Belief 
 
You hear a rumbling that, despite communications 
from the project team for an upcoming change, your 
team is largely unaware of the change and the 
reasons for it. The lack of awareness is resulting in 
rumors about the upcoming change and some team 
members have been discussed how to opt out of the 
change. 

• Provide information about why the change is necessary. 

• Discuss your team’s role in the change process and, if 
possible, the specific behaviors and actions you are 
looking to see amongst the team relative to the change. 

• Identify with the team how they can become more 
actively involved in successfully navigating and adapting 
to the change. 

• Commit to ongoing communication updates and 
opportunities to continue the dialogue on the change and 
what it means for the team. 

Situation: Manage Change Resistance 
 
Your employee, Tom, expresses concern about an 
upcoming change. Tom feels he is unprepared for the 
change and thinks it will add time to his already busy 
workload. 

 

• Explain to Tom that resistance is a normal part of change. 
Identify the root cause for Tom’s concern by asking 
questions that will help determine the type(s) of change 
resistance he is experiencing. 

• Show empathy and act on Tom’s concerns. Consider the 
type of Change Resistance and how you will help Tom. 

• Share with Tom what will not be changing; what will 
remain the same. 

• Have Tom identify actions he thinks would best address 
his concerns and support him in building an action plain 
through ongoing coaching and regular follow-ups to 
ensure his actions are helping to alleviate his concerns. 

Situation: Managing Ongoing Change 
 
Your employee, Tina, expresses she is feeling 
overwhelmed by the amount of change she has been 
experiencing and has heard there will be more change 
coming. 

• Explain to Tina that in order to remain a competitive 
organization and serve our patients, we must change, and 
everyone moves through change at their own pace. 

• Reinforce and support Tina through the change and point 
out her successes. 

• Have Tina identify actions she thinks would best address 
her concerns and support her in building an action plan 
through ongoing coaching and regular follow-up to ensure 
these actions are alleviating her concerns. 

Situation: Support Sustaining a Change 
 
Your team has successfully implemented a new 
application. After several months of usage, you are 
made aware your team member, Ron, is no longer 
using the application, as he has identified a 
workaround. You are concerned that Ron’s behavior 
will influence the rest of the team and jeopardize 
benefits.  

• Reiterate the reason for the change, benefits of the 
change and what Ron and the team’s overall 
accountability is to the change. 

• Positively recognize and support Ron’s prior usage of the 
application and discuss with Ron what is getting in the 
way of his current application usage. Remove barriers to 
usage. 

• Commit to communicate about, acknowledge, celebrate 
and positively reinforce usage of the application going 
forward with the team. 

 


