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COVID-19 Pre-release Edition

We are pre-releasing this guide to support the global 
communications community in addressing the 
unprecedented challenges presented by COVID-19. 

This knowledge product is part of the  
Results Map® System launching in spring 2020.

www.resultsmap.com/system
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The Results Map® System for 

Strategic Communications is the most 

comprehensive, applied methodology 

for strategic communications available 

in the world. The Results Map® suite of 

knowledge products and time saving 

tools, worksheets and samples are 

proven to equip communicators to deliver 

strategic value and measurable results. 

Results Map® uses the graphic language 

of a subway map to illustrate a logical and 

directional process to move toward a clearly 

defined communications result. 
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A proven step-by-step process for 
developing a strategic communications 
plan that delivers measurable results. 
The Results Map® Process for Strategic 
Communications Planning is the 
flagship product in the System. This 
world-class communications planning 
process is scalable, highly consultative, 
and research-based. It’s rooted in the 
essential idea that the real value of 
communications planning is the process 
itself and the conversations around 
it – it’s these elements that guide how 
communications can help advance 
business objectives and clarify what 
kind of communications function an 
organization wants to buy. It’s a game-
changing shift in communications 
planning which helps elevate the 
function to the level of a strategic and 
indispensable business enabler.

A complete framework for 
adopting a strategic approach 
to communications – one that is 
intentional, thoughtful and informed 
by evidence. The Results Map® System 
can be integrated into day-to-day 
practice so that communicators are 
set up to deliver maximum value 
and to mitigate risks. Results Map® 
knowledge products and tools are 
created to be used in a “grab and 
go” fashion. They combine the best 
insight and advice in specialized areas 
spanning everything from employee 
communications to evaluation to issue 
management with a set of easy-to-use 
tools that improve measurable results 
while saving time. 

A complete framework A step-by-step process

The Results Map® System is designed to be used on two levels:

1 2
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Results Map® is based on my experience of 

over twenty years and thousands of hours 

working with communications teams, 

mainly in the public and para-public 

sectors such as institutes, associations 

and not-for-profit organizations. It 

packages what I’ve learned along the way 

in a plug-and-play system that can easily 

be adopted by communicators.

It’s also a solution to the problem of 

dependency on external consultants – 

the frequent pattern of outsourcing the 

strategic thinking part of the function 

which only serves to perpetuate the 

credibility and performance challenges 

that plague us. 

The methodology is currently used by 

thousands of communicators worldwide. 

Our clients tell us that Results Map® 

dramatically improves both the value and 

perceived value of the communications 

function. Perhaps more importantly, 

they say that using Results Map® is like 

a shot in the arm of empowerment and 

confidence for communicators. It doesn’t 

just provide new ways to play the game; 

it redefines the game and the rules of 

engagement altogether. 
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The sinkhole 
of change is 
communication. 
It’s where change 
projects go to die.
Nancy Rothbard,  
Wharton School of Business
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Setting the Stage 

Increasingly, employee communications 

practitioners are being called upon to 

help organizations advance change. From 

transformation projects to reorganizations 

to new technology launches, change 

communications has become an essential 

imperative. After all, nothing changes 

without communicating.

As a communicator, some of the most 

meaningful and satisfying work you 

can do is as a change agent, helping an 

organization turn things around through 

large-scale transformation. Being a change 

maker allows you to bust out of the narrow 

confines that so many communicators 

experience and contribute at a higher, more 

strategic level to make a real difference. 

Change work unlocks new opportunities to 

create, to innovate and to explore uncharted 

territory. Because transformation is usually 

connected to leadership and executive 

decisions, it can also open up opportunities 

to contribute at the most senior strategic 

levels of an organization.

That’s the good news.

It’s also true that change can be very 

scary. Large scale transformation 

often triggers anxiety, disruption and 

destabilization. Leading change is the 

most difficult thing an organization can 

do, and the rates of success are sobering. 

According to McKinsey research, up to 

70% of change initiatives fail to achieve 

the intended result.

This is the paradox of change – it’s filled 

with possibility, but it’s also fraught with 

pitfalls. In my consulting and training 

practice, as well as through my role as the 

Director of the Professional Development 

Institute’s Strategic Communications 

& Change Program at the University of 

Ottawa, I regularly work with practitioners 

who are run ragged by the relentless pace 

of change. They are exhausted by the 

constant challenge of navigating around 

its surreptitious landmines. This Guide will 

help you navigate a path forward in this 

specialized field, helping you capitalize 

on its opportunities while protecting you 

from its inherent risks. 

We’ll explore some of the fundamentals of 

change, including the difference between 

change management and change 

communications, and the delineation of 

appropriate roles and responsibilities. 

I’ll also introduce a playbook for change 

communications, covering key principles, 

guidance in the area of culture change and 

tips for working effectively with sponsors. 

https://pdinstitute.uottawa.ca/en/iscc
https://pdinstitute.uottawa.ca/en/iscc
https://pdinstitute.uottawa.ca/en/iscc
https://pdinstitute.uottawa.ca/en/iscc
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As part of the design of the Results 

Map® Strategic Communications 

System, this Guide will help you 

work more effectively with leaders 

of change. The Results Map® 

Leader’s Guide to Communications 

includes a companion section on 

change communications which 

can help level set key concepts 

and recommended approaches 

between the communications 

practitioner and the change leader.
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What Makes Change 
Communications Different?

As change has become business as usual, 

there is a sharp rise in organizations’ 

requirements for specialized support in 

change communications. This is emerging 

as an exciting and meaningful opportunity 

for communicators to add unique value, 

since communications is an essential 

enabler of any transformation or change 

initiative.

So what’s the difference between 

communications during a period of 

stability and communications during 

change? I think it comes down to these 

essentials:

Change communications emphasizes 
the emotional, rather than the 
intellectual connection to ideas. One of 

the biggest mistakes that change leaders 

make is to try to implement change 

through information dissemination. This 

old-school “spray and pray” technique 

never works because of one basic fact: 

people experience change in their heart 

and gut, not in their head. The savvy 

change communicator helps connect 

the change to employees by reaching 

them on an emotive plane. This triggers 

a significant shift in the strategic and 

tactical approach to communication. 

Text heavy, one-way communication 

channels such as emails are dialled down, 

while richer communication experiences 

delivered through tactics such as round 

table discussions, town halls and videos 

are dialled up. 

Success in change communications 
happens at the leadership level, not the 
functional level. One of the aspects of 

change communications that practitioners 

find the most disorienting is that the work 

takes place at the leadership level of the 

organization, not within the parameters 

of the communications function. The 

change communicator becomes the 

trusted ally and partner of the change 

sponsor or leaders and as such the locus 

of contributions tends to happen outside 

the communications team. In many 

ways, it’s an experience of straddling the 

world of the change sponsor with that of 

the communications function, rallying 

resources such as writing, design, event 

management and production in service to 

the change. 

See page 22 for an explanation of the 

various roles in change communications, 

change management and change 

leadership and page 23 for definitions 

of change sponsors, change leaders and 

change agents.
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The change 
communicator  
is the roadie, not 
the rock star.
Jennifer Frahm,  
Conversations of Change
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The stakes are consistently – and 
unusually high – in the area of change. 
While communicators are used to 

working in high pressure environments, 

there is something quite different about 

working in change. Large-scale change 

assignments such as reorganizations 

and technology deployments are, by 

nature, high risk and costly. Leaders are 

under immense pressure since change 

leadership projects are known to either 

make or break careers. 

Change projects tend to have unusually 

large budgets, significant complexity, 

political sensitivity and tight deadlines, 

creating a recipe for stress. Change 

communication work is not for the faint 

of heart – it’s a high-wire act that comes 

with both a degree of exhilaration and a 

constant fear of crashing to the ground. 

The “thing” we’re communicating about 
is not clear. A consistently vexing pattern 

in change communication assignments 

is that the “thing” we are tasked with 

communicating about is often not fully 

defined. In my experience, this opacity 

feels like a persistent low-grade fever 

among a change team. 

No one mentions it specifically or raises 

the problem directly, but team members 

find themselves in a constant state of 

confusion and discomfort, trying to wrap 

their heads around what they’re actually 

talking about. Terms like “modernization,” 

“transformation” and “client-centered 

service” are bounced around, with the 

team often left quietly wondering what 

the words actually mean. That’s why, at 

its core, change communication must 

be about sense-making, not information 
dissemination.

Change communications is not about 
promotion. Communicators are 

accustomed to being in the business 

of promotion, even when, in some 

cases, this means having to put lipstick 

on a pig, as the saying goes. Change 

communications, on the other hand, is a 

process of building commitment through 

authentic engagement. 

It’s a more nuanced dance that demands 

a level of radical transparency that often 

makes communicators uncomfortable. 

It’s the difference between the “tell and 

sell” stance of showcasing the wonders 

of a new IT system to employees, and a 

more understated, respectful approach of 

informing them about the new platform 

in a realistic tone. This includes being 

upfront about the system’s limitations and 

potential issues that making the change 

may cause. 

An essential part of change communication 

is working with resistance. In fact, the 

change communicator’s task is to surface 

the resistance, knowing that this resistance 

is a natural response to change, in order 

to work with it through dialogue and 

exchange. This is a process that feels 

viscerally antithetical to the more common 
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promotional tone and controlled marketing 

approach communicators are used to. 

Change communications planning is 
even messier than ‘business as usual’ 
communications. Through Results Map®, 

I have spent my career in communications 

planning, and I know that it can certainly 

be challenging to adopt a planning 

approach in such a dynamic field. Nothing, 

however, is quite like trying to develop 

a change communications plan. I like to 

compare it to the feeling of trying to nail 

Jell-O to the wall. 

Change communications planning is vital 

to ensuring strategic alignment as well 

as guiding messages and tactics toward 

a specifically intended result – but the 

approach must be more iterative, agile 

and collaborative to remain relevant and 

valuable to change leadership teams. 

There is also an added layer of complexity 

in untangling the link between change 
communications planning and change 
management planning, a distinction that 

will be addressed in the following section. 
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Understanding the  
Landscape of Change

The Big Picture

There are two types of change: behaviour 
change and mindset change.

If you are working on a change in behaviour 

that is incremental or routine, then no 

change management consideration is in 

order. For example, if an organization is 

changing its procurement approach for 

office supplies, employees will probably 

go along with the new model. The natural 

authority of the organization and of direct 

supervisors will be enough to transition 

employees from the former approach to the 

new one. 

However, if your change involves either 

a behaviour change that is significant 

enough to feel disruptive to the 

employee, or if you are trying to change 

a mindset, then consideration of change 

support is appropriate.

In thinking about your change initiative, 

it’s helpful to understand whether your 

initiative entails a change in behaviour, a 

change in mindset, or both. For example, 

often a technology project, such as 

installing a new Customer Relationship 

Management (CRM) system, is treated 

merely as a behavioural change. In reality, 

leaders intend for the CRM to also shift 

employees’ attitudes and mindset to work 

in a more customer-centric fashion. 

Ensuring that you and your change 

leader and collaborators are clear on this 

big picture context for your initiative is 

fundamental. 

Change

Behaviour

Incremental Disruptive

Mindset
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In the case of a major 
transformation, you 
want people trapped 
between fear and hope. 
For people to make a 
significant shift, the 
cost of staying where 
they are has to be 
greater than the cost  
of changing.
Daryl Conner,
Managing at the Speed of Change 
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The “Why” Behind  
the Change

Once the essential nature of the change is 

understood, it’s vital to deeply understand 

the “why” behind the change. 

The single biggest factor leading to 

change failure is a weak expression of 

the “why” behind the change. The “why” 

must go beyond an empirical case for 

change and speak to the felt need of the 

change at the emotional level. As a change 

communicator, one of the most valuable 

contributions you can make is to help 

your change leadership team identify 

and articulate a compelling “why” behind 

the change. 

Understanding Change 
Through Questions

By its very nature, change happens 

in the terrain of ambiguity. As we’ve 

discussed, “what” the change is, and 

“why” we’re doing it are often unclear, or 

more frequently, are subject to multiple 

interpretations. This sets the stage for 

a weak foundation upon which to build 

change communications or change 

management interventions.

In my experience working on several 

large-scale changes over the years, one of 

the single most valuable things you can 

do as a change communicator is to ask 

good questions to help clarify the change 

landscape. Trust me – no question is too 

basic when working in the nebulous swirl 

of change. I recommend the following:
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Results Map® Top 10 Questions in Change

Why are we changing?

What does success look like?

What is the importance of the change?

What is the essential intent of the change? What does it mean?

What is the risk or cost of not changing?

Who is the change sponsor?

Who is affected by the change?

What structures, processes, technologies are impacted?

What are employees gaining? What are they losing?

What support is needed (for sponsors, leaders, agents, 
employees)?

1

4

7

2

5

8

3

6

9

10
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Change Communications, Change Management and Change 
Leadership – What’s the Difference?

In the messy business of change, functional roles are often very fuzzy, and this lack of clarity can be insidiously erosive to 

change success.

The following chart is a useful starting point for defining and differentiating the key functional areas that may be involved:

Function Who’s Involved? What Tasks are Performed?

Change communications Communications professionals (may 
be in corporate communications or 
employee communications teams)

• Establishes and executes communications plans 
including messaging and tactics (this may be done as a 
stand-alone activity or as part of an integrated change 
management approach)

• Leads perception management and the 
communications experience of change

• Provides counsel on communications considerations 
including risk mitigation and employee engagement

Change management Change management professionals or 
practitioners from human resources, 
communications or project roles who 
are assigned a change management 
function

• Coordinates and delivers change execution activities 
such as governance meetings, communication, 
enablement/organizational design activities, training 
and sustainment

• Works to support the change sponsor and change 
leaders

Change leadership Change sponsor and senior executives 
responsible for the change

• Establishes and champions the change intent

• Communicates expectations and manages 
consequences

• Provide line of sight, connecting the change’s strategic 
intent to employees’ day-to-day work

• Escalates risks and removes obstacles

• Reinforces desired mindsets and behaviours 
through role modelling and establishing appropriate 
performance measures to sustain the change
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Who’s on First?

Change communications is often handled by the change 

management lead. As long as the change management 

practitioner has functional expertise in communications 

and has the capacity to execute this role, that model can be 

effective. 

It’s also common to have change management teams 

quarterback the change execution support, working in close 

partnership with employee communications practitioners who 

will lead change communications messaging and tactics. 

Depending on the size, structure and culture of the organization, 

there are many possible models. The key is to avoid duplication 

or disconnects – see the Roles and Responsibilities section on 

page 22 for specific guidance.
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It may also be helpful to compare the recommended Results Map® structures for a Change 
Communications Plan and for a Change Management Plan:

Change Communications Plan at a Glance

Key  
Enablers 

Methodology 

Evaluation 
Framework 

Objectives Challenges/ 
Opportunities

Approach Audiences 

Message Architecture & Content Map 

 Tactical Mix  Quarterly  Directions 
  Implementation Plan for Years 2 & 3

Change Management Plan at a Glance

Risk 
Mitigation

Methodology 

Evaluation 
Framework

Intent & 
Objectives

Challenges/ 
Opportunities

Approach Principles

Change Management Framework

Governance Communications  Enablement &  Training  Sustainment
 & Engagement Organizational 
  Design

Integrated Implementation Plan
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The key to comparing these two plan 

structures is that while they share a 

common approach, the scope of the 

Change Management Plan includes but 

is broader than communications. That’s 

because while communications is central 

to change, effective change execution also 

requires pulling on several other levers, 

most of which fall outside the functional 

area of communications. This includes the 

vital area of change leadership which is 

defined in the governance component1. 

Note: The scope of change 
assignments is usually 
internally focused on 
employees. There may be 
external aspects to change 
communications and change 
management, such as 
impacts on key stakeholders 
or customers, but typically 
those are addressed once the 
internal fundamentals are in 
place. As such, the scope of this 
Guide is internal. 

1 For more on change management or writing a Change Management Plan,  

see the Results Map® Change Agent’s Toolkit.

https://www.resultsmap.com/change-management-index/toolkit-buy-now/
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If you are embarking on developing a Change Communications 

Plan, check out the following Results Map® resources:

• A lightweight planning structure is provided in the Outside-In 
Communications Planning Worksheet on page 55

• The process to develop a complete Change Communications 

Plan following the At a Glance model illustrated above 

is explained in the Results Map® Process for Strategic 
Communications Planning 

• The Results Map® Guide to Employee Communications 
& Engagement includes additional insights and advice on 

planning, messaging and tactical approaches which are 

applicable to change communications
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Roles and Responsibilities

As is evident at the functional level, individual role confusion is also a massive problem when 

it comes to change. This can be especially dangerous for communicators who are already 

frequently assigned tasks for which they don’t have the required authority.

Let’s drill down and take a closer look at the key roles involved in change:

Change
Sponsor

Change
Leadership

Change Leaders

Change Agents

Change Targets

Change 
Communications 

& Change 
Management

If you are a communications professional, 

your role is most likely that of a change 

agent (though if you’re in a managerial 

role, you may also be a change leader). 

Regardless of your position, given the 

high risk/high stakes nature of working 

in change, it is vital that you take steps to 

ensure that:

1 

2 The nature, scope and reporting 

relationships of your role are clear 

3 Expectations are managed

4 You are appropriately set up to 

succeed

1

2

3
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Change Sponsor 

The person with the authority and legitimacy to sanction 

the change. The change sponsor’s key responsibilities are to 

communicate expectations and manage consequences

Change Leaders 

Leadership team responsible for ensuring the change’s success. 

Core tasks are to provide line of sight for the change’s strategic 

intent, connecting it to employees’ day-to-day work. Change 

leaders are also expected to model the desired behaviours and 

mindsets. 

Change Agents 

Practitioners who are assigned a role to support change 

execution (often communicators and/or human resources 

professionals). Change agents work in close partnership with 

the change sponsor and leaders, and may provide coordination, 

communications support, strategic counsel and/or training 

services. 

Targets of change: Employees affected by the change.
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Here are a few common red flags faced by communicators working in change, and strategies to 

address them:

Red Flag Solution

Your organization is embarking on a large-
scale change, but no specific sponsor 
has been identified, leaving all senior 
managers responsible. 

Make it clear to your immediate supervisor that a clearly 
identified change sponsor is a pre-condition of transformation 
success. You can refer to the Results Map® Change Agent’s 
Toolkit as well as to all major change methodologies (Daryl 
Conner’s Strategy Execution Playbook, Prosci, Kotter’s 8-Step 
Change Process) to back you up.

You are given the mandate to lead change 
management, but your role, authority and 
influence are limited to communications.

Use the Change Communications and Change Management 
at a Glance tools on page 19 to illustrate the difference in scope 
between these disciplines. Either recruit others to help with 
change management or adjust the scope of your role. You need 
reasonable authority and influence over the key levers of change 
(i.e. governance, enablement/organizational design, training and 
sustainment) that must accompany communications. 

The sponsor is washing his hands of 
communications and is assigning the task 
to you instead.

Return to the basic definition of change sponsorship, which is 
to communicate expectations and manage consequences. The 
Results Map® Leader’s Guide to Communications can back 
you up. 

You are tagged with playing a key 
change communications role, but are 
excluded from crucial meetings since the 
discussions are considered “above your 
pay grade”.

Follow the golden rule: Do not accept the conditions that 
have you set up to fail. Have a candid discussion about your 
enthusiasm to contribute, and stress that access to leaders/key 
meetings is fundamental to enabling your success. Self-reflection 
may be in order here as well – if you have broken the confidence 
of leaders in the past by sharing confidential information, it will 
take time to rebuild that trust.

You talk to five different leaders involved 
in the change and they give you five 
different descriptions of what the change 
is all about. 

This gap in shared meaning is a common problem in change. 
Signal the issue to the sponsor and recommend that the team 
slow down in order to speed up. In the absence of basic clarity, 
you are building your change project on quicksand. Suggest a 
meeting and use the Strategic Framework for Change  
(on page 37) to facilitate a conversation to define the 
fundamentals and build shared understanding.

You’ve been called in to help with the 
change far too late in the game, leaving 
you no way time to accomplish what 
needs to be done. 

You have a professional duty to offer the best quality service and 
change communication support the project deserves.

Explain the situation and highlight the risks associated with 
the timelines. Constructively engage in an exploration of 
alternatives, such as adjusting the scope of the change, 
modifying the launch date, acquiring additional resources or 
downgrading expectations. It may be appropriate to let the 
sponsor know that you must either plan to succeed or plan to fail. 
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For more on navigating 

the challenges of offering 

communications advice and 

building your consultative skills, 

check out the Results Map® 

Strategic Communicator’s 

Handbook.
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Only the change 
sponsor can create the 
conditions necessary 
for change success.
Daryl Conner,
Managing at the Speed of Change 
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The Practitioner’s Playbook for 
Communicating Change 

2  The essential field guide for change sponsors and leaders is Daryl Conner’s Managing at the 

Speed of Change. 

As we reviewed in the introduction to this 

Guide, change communications has several 

unique characteristics which require 

specialized approaches, messaging and 

tactics to be successful. This Playbook aims 

to provide practical guidance to the change 

communications practitioner. 

A companion Leader’s Playbook for 
Communicating Change is offered 

in the Results Map® Leader’s Guide 
to Communications to help facilitate 

alignment and collaboration between the 

communicator and change leader. 

Principles

Change communications is too complex to 

be reduced to a paint-by-numbers, how-to 

guide. Given the dynamic nature of change 

and the huge variety of transformation 

initiatives and business contexts, it’s more 

helpful to identify key guiding principles 

that can be adapted and applied in a 

range of circumstances.

Based on my practice in working 

in the trenches with thousands of 

communicators across the public, not-

for-profit and private sectors, I’ve put 

together 14 foundational principles in 

change communications:

1. It’s all about change sponsorship. The 

sponsor’s central role is to communicate 

expectations and manage consequences2. 

While a group can sometimes be 

called upon to sponsor change, the 

sponsorship position is more powerful 

and the communication more direct 

when a single leader is identified. Given 

the responsibilities of the role, change 

communication is core to sponsorship. 

Your role as a change communicator is to 

support, enable and equip the leader to 

ensure strong sponsorship – it is not to take 

on the job yourself. And a word to the wise: 
though it may be your natural instinct to 
give 110%, you cannot work harder or care 
more about the change than the sponsor. 

2. Start with the why. The biggest pitfall 

in change communication is a failure to 

establish the “why” behind the change. 

As the embodiment of the change’s 

“felt need,” it is the essential first step in 

any change initiative. According to the 

international benchmarking report Best 
Practices in Change Management, the 

number one cause of resistance is a lack 

of understanding of the “why.” This is a 

critical foundation, particularly to build 

the resiliency required for employees to 

withstand the inevitable bumps along the 

road that come with change. 

https://www.amazon.ca/Managing-Speed-Change-Resilient-Managers/dp/0679406840/ref=sr_1_1?gclid=CjwKCAiAws7uBRAkEiwAMlbZjm22jo3LXt_FjlgvgkkTmHjXemJzgmwZYxq1uehAXBZ8s7D99eBxcxoCA3MQAvD_BwE&hvadid=229993844797&hvdev=c&hvlocphy=9000676&hvnetw=g&hvpos=1t1&hvqmt=e&hvrand=8813434768500384937&hvtargid=kwd-350988996927&hydadcr=16987_10238349&keywords=managing+at+the+speed+of+change&qid=1574166628&sr=8-1
https://www.amazon.ca/Managing-Speed-Change-Resilient-Managers/dp/0679406840/ref=sr_1_1?gclid=CjwKCAiAws7uBRAkEiwAMlbZjm22jo3LXt_FjlgvgkkTmHjXemJzgmwZYxq1uehAXBZ8s7D99eBxcxoCA3MQAvD_BwE&hvadid=229993844797&hvdev=c&hvlocphy=9000676&hvnetw=g&hvpos=1t1&hvqmt=e&hvrand=8813434768500384937&hvtargid=kwd-350988996927&hydadcr=16987_10238349&keywords=managing+at+the+speed+of+change&qid=1574166628&sr=8-1
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Warning

If you are working on several changes at once, be attentive to 

the potential confusion caused when one change bumps into 

another.

Adopting a portfolio approach to change management and 

communication can help – planning in an integrated way across 

the changes and conveying a coherent statement of intent. You’ll 

get a lot further if employees feel they are going through a single 

large-scale change with many parts, rather than feeling like they 

are being pulled in five different directions.

Keep in mind that in change communications, it’s often not 
about communicating about the “thing,” but rather it’s about 
explaining how the “thing” relates to all the other “things.” 
Context is king!
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If an organization has a weak sense of 

the “why” behind a change, or if there 

is a lack of a common understanding of 

this critical element, the likelihood of 

a change initiative being successful is 

severely compromised. Organizations 

then find themselves mired in a perpetual 

game of “catch up,” where the pain of not 

understanding the “why” of the change 

becomes more acute over time, as the 

project shifts into the “what” and “how.”

3. Establish a clear intent. Once the 

sponsorship and why behind the change 

are established, the next key step is to 

establish a clear intent. To be effective, a 

statement of change intent must convey a 

compelling sense of “what” is changing (it 

should not get bogged down in the “how”). 

The intent will serve as the essential North 

Star for the change, guiding employees’ 

behaviours and decisions toward that 

destination. The Results Map® Strategic 
Framework for Change tool on page 37 

can be used to craft a statement of 

intent which will be foundational to your 

communications efforts. 

4. Animate messages through stories. 
Establishing a solid messaging framework 

is also foundational to change success. 

The messaging should be simple, clear 

and accessible, providing direction not 

only on the words to use but also the 

3  For more on storytelling for employee communication, check out Shawn Callahan’s Putting 

Stories to Work and the Anecdotally Speaking podcast.

tone. See the Results Map® Message 
Architecture and Change Messaging 

tools on pages 57 and 59. 

One of the best ways to bring messaging 

to life is to use stories. Humans are hard-

wired to make sense of the world around 

us through stories – it’s the way we’ve 

connected and communicated since 

the tribal age. Stories help turbocharge 

change communication, instantly 

providing relatability, understanding and 

context. Story narratives are the natural 

counterpoint to the more dispassionate, 

empirical tone of most corporate 

communication3. So often, one tight, 

compelling story will provide much more 

mileage than pages of corporate-speak. 

A Storytelling Tool is provided on page 60.

Effective communication 
happens at the point of 
intersection between 
emotional and intellectual 
content. Pay attention not only 
to the words you’re conveying, 
but more importantly the 
feeling and tone.

https://www.anecdote.com/putting-stories-to-work/
https://www.anecdote.com/putting-stories-to-work/
https://www.anecdote.com/podcasts/
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Turning “What’s In It For Me”  
On Its Head 

Communicators often default to the assumption that change 

communication is all about answering the question “what’s in 

it for me” for their staff. Increasingly, change communication 

literature is challenging this notion – practitioners find that in 

pre-packaging a definition of “what’s in it for me” for employees, 

they are adopting a traditional and disempowering stance. 

At best, this is erosive to engagement, and at worst, it serves 

to perpetuate the common pattern of learned helplessness 

in which some employees passively expect to be spoon-fed 

information.

Instead, try a more co-creative approach, using an inquiry 

stance. Inviting employees to define “what’s in it for them” will 

generate much more powerful and relevant responses. After 

all, who knows best what benefit an employee might see in a 

change than the employee herself?
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5. Provide line of sight. A change 

communication system should be designed 

to provide employees with a direct line of 

sight to the change – why it’s happening, 

what it means, and most importantly, how 

it will affect them. The leader and manager 

communities are vital in this approach. 

They should play a priority role in the 

system, translating the strategic vision 

of the change into reality, role modelling 

desired behaviours, showcasing success 

and managing consequences. 

Ensure that leaders and managers are 

equipped with clear messages and with 

the required training to be positioned 

as effective change agents in their 

critical role of “connecting the dots” for 

employees and bringing the line of sight 

to life. A great way to work collaboratively 

with managers is to enroll them in the 

effort to spot stories in your environment 

and help curate them to animate change 

communication. This will instantly 

boost the relatability of your corporate-

wide change communication and the 

managers’ team communication. 

6. Not communicating is communicating 
something. The first casualty of change is 

communication. Keep in mind that in the 

absence of information, employees will fill 

the void. This will instantly put the change 

initiative in a deficit situation in terms of 

communication, as you will first be forced 

to dig out of a hole of mis-information, 

and then establish the real messaging. 

As a rule of thumb, a one week delay in 

communication during a time of change 

will cost an organization a month’s worth 

of weak employee engagement. 

7. Communicate through words, symbols 
and behaviours. Change communication 

must go beyond mere information and 

words – employees can be reached more 

powerfully through visual symbols, and 

by watching behaviours around them. 

Consider change communication activities 

that go beyond words and that appeal at 

the emotional, experiential level through 

symbols (such as infographics, visual 

cues, posters) and behaviours (including 

prioritizing project meetings, modelling 

desired actions, breaking down silos 

between departments). 

8. Create shared meaning. To be truly 

effective, change communication must 

go beyond the basics of information 

dissemination and focus on the more 

creative exercise of sense-making and 

building shared meaning. This work is best 

done through conversations – employees 

have to be given the opportunity to 

exchange, have dialogues and grapple with 

concepts in order to create understanding. 

That means that the tactical mix of a change 

communications plan should be designed 

around multiple on-ramps for conversation 

and dialogue. This might include: 

• Coffee chats

• Dialogue sessions

• Communities of practice
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When properly anchored, 
a boat will rise and fall 
with the tide… But when 
turbulence comes, failing to 
adjust the line to the anchor 
or ensure that it’s strong 
enough can be disastrous.  
If it is anchored too tightly, 
the boat is likely to sink; if 
the line isn’t strong enough, 
it will break away.
Brian Gorman, When it’s Time to Change, Remember: You Have 
Anchors, and So Do Your Employees
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• Change sponsor sessions (e.g. CEO 

Breakfasts or Ask Me Anything)

• Meeting in a box (for communication 

cascades)

• Assemblies, Town Halls

• Capacity building

• Road shows

• Myth-buster sessions

• Videos/webinars

Conversation is the smallest 
unit of change. 

9. Communication is the drumbeat of 
change. Through a tumultuous period of 

transformation, communication should 

be established as the drumbeat of change 

– a regular, predictable and reassuring 

cadence of connection for employees. 

It’s important for the communications to 

keep the pace of change, speeding up or 

slowing down according to the phases of 

transformation. 

Invite employees to be 
producers, not consumers  
of change

10. Trust is the currency of change. 
A successful change initiative requires 

the careful consideration of trust as 

an essential asset and as a necessary 

pre-cursor to effective communication. 

Change leaders and agents must ensure 

that they nurture trust through authentic, 

honest and transparent communication. 

Should gaps in trust emerge as a 

result of mis-information, immediate 

corrective steps must be taken – which 

may mean accepting the vulnerability of 

acknowledging an error and committing 

to restoring confidence. 

11. Leverage social capital. Humans 

are social beings and are profoundly 

influenced by the social cues around 

them – things like which behaviours 

are celebrated, what type of language 

has currency, and which actions can 

lead to rejection. Make sure that your 

communications model effectively taps 

into your organization’s social capital 

– those naturally occurring, socially 

contagious systems and relationships 

that make ideas and behaviours spread. 

Tapping into social capital is the most 

effective way of ensuring that your change 

takes root and thrives in the long term. 

Consider ways that you can create “social 

proof” – establishing ways for teams to 

demonstrate that the change is working 

for them, and therefore could also have 

success among their peers. 

12. Concentrate on allies. One of the 

biggest problems in change is that an 

organization drains its resources focusing 

on those that are most entrenched in 

resisting the change. This is a losing 

battle. You’ll have more success increasing 

your efforts with your champions and 

early adopters, energizing them to build 

momentum and create a flywheel effect. 
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Not everyone will get on board with 

your transformation, but remember that 

change is not about consensus, it’s about 

critical mass.

13. Focus on anchors. In the turbulence 

of change, it’s useful for leaders to remind 

employees about things around them 

that are staying in place and remaining 

the same. These anchors provide a sense 

of stability and security – things like the 

organization’s mission or purpose, the 

clients it serves or the legacy it’s built on4. 

14. Measure, learn, refine. A hallmark 

to successful change communication 

is the ability to quickly access real-time 

information on how communication is 

being received during a transformation. 

Keep in mind, change communications 

is perception management, and a big 

part of this work is to surface and deal 

with resistance. Frequently, employees 

have concerns or anxieties that while 

unwarranted, feel very real to them. For 

example, you may be going through a 

transformation due to growth, but staff 

may be worried about job loss. It is much 

more productive to deal openly and 

transparently with resistance, than run the 

risk waging a losing underground battle.

It’s also critical to do regular evaluations 

in order to understand what messages 

and tactics are effective, what sources of 

information are trusted, and the nature 

and scale of employee concerns. Useful 

tools for real-time feedback include 

simple pulse check surveys or focus group 

discussions. For more on communications 

evaluation, including a set of employee 

communication and engagement 

indicators and measurement tools, see 

the Results Map® Communications 
Evaluation Playbook. 

The Essential 
Foundation for Change 
Communication: The 
Strategic Framework 
for Change

Often the best thing a change 

communications practitioner can do is to 

help leaders slow down in order to speed 

up. I find that very often change projects 

are kicked off and then quickly are down 

into the weeds before the big strategic 

pillars of the initiative have been defined. 

Invariably, this leads to disconnects, 

misfires and conflicts.
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Key Questions to ask in a 

pulse check survey:

• What excites you the most 

about this change?

• What worries you the 

most?

• What do you need to feel 

successful in implementing 

this change?
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The Results Map® tool that delivers 

the most bang for the buck in getting 

leaders on the same page and laying the 

foundation for successful transformation 

is the Results Map® Strategic Framework 
for Change. The Framework helps leaders 

define the core components of a change. 

The key is that the process of developing 

the Strategic Framework for Change is 

at least as important as the product. 

As the change communicator, you can 

use this tool to facilitate a collaborative 

process among your sponsor and change 

leaders to define the change agenda, and 

critically, build shared understanding 

about the initiative. 

Warning

Because sponsorship is key to 
change success, it’s vital for 
the sponsor to play an active 
role in shaping the Strategic 
Framework for Change.

The Strategic Framework for Change 

establishes the North Star for the change, 

and lays the essential groundwork 

for change communication. It can be 

particularly useful in defining a coherent, 

coordinated approach for a portfolio 

of changes, deliberately aligned to a 

consistent statement of intent. This 

will serve as a valuable foundation for 

communications planning and messaging.
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Use this worksheet to help explore the concepts explained in the previous section.

Strategic Framework for Change 

Intent of the Change
The essential expectations and purpose of the change

E.g. To position our department to deliver maximum value to the organization and improve client satisfaction

Case for Change
The “why” behind the change based on its 
benefits

Realization Statement
The full desired outcome of the change

E.g. Our costs are rising beyond our revenue, our client 
satisfaction rates are consistently dropping

E.g. We will be recognized as leaders in our space, have a 
high performing, engaged team and consistently high client 
satisfaction scores

Scope
The parts of the organization that are affected by the change

E.g. The transformation affects all aspects of our organization

Principles for Guiding the Change

E.g. 

• Focus on finding cost efficiencies in operations on a priority basis, with elimination of roles as a last resort only

• Build on industry best practices rather than reinventing the wheel

• Emphasize employee and client engagement as part of our transformation to build a sense of active participation and co-creation
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To bust through the complexity of change 

communications messages and activities, 

go back to basics and work with your change 

leaders to clarify what success looks like.

A simple, reliable go-to framework to use is:

think • feel • do 
You can use this model for many different 

activities. For example, ask the question: “At 

the end of our Employee Town Hall, what do 

we want employees to think, feel and do?” The 

same model applies when an employee has 

read an update or has watched a video.

See the Employee Event Planning Worksheet 

on page 61 for a framework.
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Change 
Communications:  
Tips for Practitioners 

The following Do’s and Don’ts summarize 

the top tips for change communications 

practitioners to maximize impact and 

minimize risk exposure:

Do’s

Focus on respect. 

Change communication is fundamentally 

about treating employees with respect 

and providing them with the information, 

context and transparency they deserve 

and require to perform.

Simplify. 

Work with your sponsor and leaders to 

create a crisp, brief message on the intent 

behind your change and communicate it 

relentlessly.

Emphasize opportunities to create shared 

meaning by discussing key concepts of 

the change in depth and using examples 

to ensure that they are consistently 

understood. 

Pace communication by topics or themes 

to give employees a chance to metabolize 

the information and build understanding 

over time. 

Communicate as much as you 
can, as soon as you can.

Change communication is iterative by 

nature. 

Commit to a regular schedule of updates 

on your change and ensure that you stick 

to it.

Use each opportunity for communication 

to reinforce the intent of the change. As 

challenges inevitably surface, demonstrate 

how they are being addressed in service to 

advancing the ultimate North Star or intent 

of the change. 

Set realistic expectations.

The best way to protect the credibility 

of the change initiative and the trust of 

employees is to be very realistic about 

your change. If there are gaps in the 

solution or if delays are expected, say so. 

If you can’t give content, 
provide context. 

During certain changes, such as 

restructuring, there are times when 

information must be kept confidential. 

In such cases, focus on communicating 

the context for the change – the intent, 

expected process and guiding principles.



40

Don’ts

Fall into the trap of  
“Father Knows Best.” 

Beware of the tendency for a parochial 

approach to communication to creep in. 

This is a frequent pattern that shows up 

through information hoarding, spin, and 

hiding the truth. 

Get swept up in the vortex of 
complexity.

Change projects are complex, but their 

communications shouldn’t be. 

Avoid change communications products 

that are text-heavy, overwhelming or 

convoluted – this will merely serve to 

exacerbate any existing anxiety around the 

change. 

Wait for all information  
to be perfect. 

You can be sure that by the time each 

detail of your change is fully confirmed it 

will be too late to communicate with staff.

The goal is to focus on transparency and 

trust, which will almost certainly mean 

working with imperfect or incomplete 

information.

Remember: perfect is the enemy of the 

good. 

Be a cheerleader. 

Over-selling your change as the all-singing, 

all-dancing solution is a recipe for failure. 

The “tell and sell” stance of promotion is 

erosive to trust and credibility. 

Go dark. 

Hiding from difficult news is bound to 

backfire. Do not allow a black hole effect 

to take hold, which will have you waging 

battle with underground resistance and a 

rampant rumour mill. 

Working with 
Resistance 

Resistance to change is a normal reaction. 

Your goal is not to eliminate or oppress 

resistance, but rather to use its energy as a 

force to move toward your change. This is 

a subtle but significant shift in perspective 

– rather than fear resistance, make friends 

with it. After all, resistance is a useful 

source of information, and presents a 

valuable opportunity to build engagement 

and minimize anxiety through candid 

conversations.

In this way, you are able to draw 

objections up to the surface in order 

to deal with them and move toward 

engagement, rather than letting them 

fester underground. 
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Use this worksheet to help explore the concepts explained in the previous section.

Working with Resistance Worksheet

Voiced Resistance

Probability that  
you’ll Encounter this 
Form of Resistance? Response

High Low

E.g. Why can’t things stay the way they are?

E.g. This is unfair

E.g. This is not feasible

E.g. There is nothing in this for me

E.g. This isn’t a change for the good

E.g. This is more work for nothing

E.g. I don’t believe in the basis for this 
change

E.g. Nobody else is doing this

E.g. I don’t have time for this

E.g. I don’t know what’s going on
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Loss Analysis 

When it comes down to it, it is less about resisting the change that is happening, and more about resisting the emotional 
sense of loss that the change is making people feel. With that in mind, it’s important to identify what employees or clients/

stakeholders perceive as being lost as a result of your change, in order to mitigate those perceptions.

Perceived Loss5 Mitigation Strategy

Status
(Your relative importance to others)

E.g. The Legal team may feel that it’s losing its unique status 
through the restructuring as they are now part of the broader 
Corporate Services Unit

E.g. Emphasize the vital role of our Legal team and reinforce all 
the aspects of operations that are remaining the same

Certainty 
(Being able to predict the future)

Autonomy 
(Sense of control over events)

Relationships 
(Sense of safety with others)

Fairness 
(Perception of fair exchanges between people)

5 Based on David Rock’s SCARF model on social domains that drive human behaviour

https://conference.iste.org/uploads/ISTE2016/HANDOUTS/KEY_100525149/understandingtheSCARFmodel.pdf
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So, You Want to 
Change Your Culture?

Of all the forms of transformation, 

culture change is the most challenging. 

Communication is particularly vital to 

advancing culture change, though its form 

takes on a slightly different quality.

Effective change communication in a 

context of cultural transformation requires 

clarity of intent from the top, but it also 

requires consistent opportunities for 

managers and employees to connect 

through conversation. Old school 

command and control, top-down 

communication inoculates organizations 

against culture change – it will actually 

move the organization to re-entrench  

some of the cultural norms you’re 

probably aiming to evolve. 

Culture change happens through dialogue, 

exchange and the collaborative exercise 

of creating meaning. In this context, 

the leader’s stance has to shift from a 

hierarchical “tell and sell” to an inquiry-

based model focused on engagement.

A good place to start is to ask high gain 

questions of managers and employees:

5 What would happen here that 
wouldn’t happen anywhere else? The 

first step in changing a culture is to 

define it, and this is often best done 

by identifying stories or scenes that 

are unique to an organization.

6 How does our culture support or 
hinder our strategic goals? It’s more 

effective to focus on a problem 

and understand how culture is 

influencing it, rather than trying to 

change culture directly.

7 How does the story of who we are 
fit with the story of where we’re 
going? We are creatures of habit, so 

the only way to shift to a new way 

of operating is to build new habits 

onto existing, familiar patterns. 

This is an exercise in sense-making 

and creating shared meaning that 

connects with current values and 

beliefs.

1

2

3
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Culture is a pattern of 
shared basic assumptions 
learned by a group as 
it solves its problems of 
external adaptation and 
internal integration. It’s a 
product of joint learning.
Edgar Schein,  
Organizational Culture and Leadership 
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Here are guidelines for communication 

focused on advancing culture change:

• Connect the change to the higher sense 

of purpose and meaning in employees’ 

work.

• Be intentional about change 

communications. Consider how 

you communicate through words, 

behaviours and symbols.

• Be very specific about the behaviours 

you want employees to adopt. Focus 

on one “keystone” behaviour that 

symbolically signals the main direction 

for the organization.

• Tap into the social capital of the 

organization. Employees and teams that 

work across boundaries will have the 

most influence.

• Leverage existing beliefs and values to 

create new cultural norms and habits.

• Provide multiple opportunities for 

sense-making and creating shared 

meaning through dialogue and 

conversation.

• Plan for resistance as a normal reaction 

to change. Provide employees the 

psychological space necessary to 

process change at their own pace.

• Don’t stand in the way of anger. Listen 

to employee concerns and validate 

feedback. Consider that large-scale 

change requires tremendous amounts 

of energy. Take steps to source a 

constant supply through employee 

engagement activities, fun events, 

recognition and time off.

• Demonstrate what success looks 

like. By definition, culture change is 

disorienting for employees. Make a 

point of showcasing specific examples 

of initiatives or interactions that are 

consistent with the culture you’re 

working to build. 

For more on the topic of culture 
change, check out the Culture 
Change Workbook available in 
the Results Map® online hub. 
The Workbook is designed as 
a tool to guide peer-based 
learning and shape culture 
change through dialogue and 
exchange.
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Warning

Executives often have delusional expectations around culture 
change. A few sanity checks are in order:

 – There is no “easy button” that leads to changing culture. 

Culture is a dependent variable of shifting strategy (e.g. 

what game are we playing) and structure (e.g. how are we 

going to play it).

 – Culture change is a long-term game. It takes about 3-5 years 

to shift in a meaningful way.

 – Communications is central to culture change, but it’s 

certainly not the only lever. You can’t communicate your 

way into culture change, you must behave your way into it.

 – Culture change cannot effectively be done “to” employees. 

This is a sure-fire way to create backlash. Instead, 

organizations should lean into culture change by shifting 

behaviours, mindsets, decisions, strategy and structure. 

Consider that it may be best to change culture without 
actually using the word “culture.”



47

Making it Work 

As this Guide has illustrated, change communications can be particularly challenging, but it can 

also be wildly satisfying when you see the ship start turning toward a North Star you helped 

establish. Embarking on a major change communications assignment is a huge commitment as it 

moves you to a level beyond being a tactician, to one where you’ll be investing your heart and soul. 

This checklist can help ensure that you are appropriately set up for success:

Change Communicator’s Checklist

Confirm that you have the information and insight necessary to have a deep 

understanding of the “why” behind your change. This will become the life force of your 

change initiative, so you need a sharp focus on the drivers behind it.

Make sure that the intent behind the change you’re working on is clear. It’s normal to 

have ambiguity in terms of how you’ll get to your destination, but it’s important that you 

have a solid understanding of the goal for the change. 

Take the time to ensure that roles are clear. Validate the expectations for your role as a 

change communicator. Check in to understand other key roles around you, including 

potential collaborators, supporters, and the leader or sponsor of the change. 

Review the key terms or concepts involved in your change to confirm that you understand 

them completely. It can be very helpful to check in with change leaders or collaborators to 

assess whether you have shared meaning behind these important terms. 

Confirm what information or background documents you need access to in order to be 

fully equipped to contribute.

Find out whether similar change initiatives have happened within your organization or 

among your partners. Tap into the experience and lessons learned around you.
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In addition to reviewing the checklist, it’s also helpful to have a focused discussion with the 

change sponsor to ensure that expectations are clear and that you are set up to succeed. 

This framework can help:

Change Communicator Agreement 
Relationships

Who is the change sponsor that I will be supporting? E.g. The CEO

How can we best collaborate? E.g. Through one-on-one meetings held each week on a priority basis

How will we manage access to information/
decisions? 

E.g. Establish an agreement that I will need access to confidential 
information in order to plan the change

How will we track our progress?  
What data or information will be used?

E.g. Use the Communications Evaluation Framework’s main key 
performance indicators to track progress monthly and report to our 
Transformation Team

Who can support my role as change agent? E.g. My Director can help protect my time to dedicate to the change initiative

How should I raise concerns or risks? E.g. At the weekly one-on-one meeting with CEO

Responsibilities

What are my responsibilities for supporting the 
change?

E.g. Developing and implementing the Change Communications Plan

What is my decision-making authority? E.g. Empowered to make decisions on spending within the established 
budget, making recommendations to the CEO on strategic direction, 
authorized to make day-to-day tactical decisions

What am I accountable to deliver? E.g. The Change Management Plan, the deliverables identified in the Plan, 
monthly project updates

How should I balance my change role with my 
business as usual functions?

E.g. Fully dedicated to the change project for the next 12 months
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Protecting Yourself from Risk

In order to mitigate against the risks inherent in transformation, remember these  

3 Golden Rules:

You cannot work harder or care more than the change sponsor. 

Only the change sponsor can create the conditions for change success because 

it requires authority and legitimacy. That role cannot be delegated to a change 

communicator, however enthusiastic or capable that person may be. Be alert to this 

dynamic and ensure that you are set up for success. Your role is in service to the change 

sponsor. Your function is to support the sponsor, not to replace that role or compensate 

for gaps in leadership.

Do not take bad business. 

Bad business occurs when sponsors do not effectively follow-through on the 

requirements to provide leadership and address the political, logistical or resource 

challenges facing the initiative. This leaves change communicators vulnerable to a mission 

impossible situation, as change failure is certain. In such a situation, you must raise 

concerns about sponsorship and renegotiate the parameters of your expected role. 

Manage your energy, not just your time. 

Working on change is particularly demanding and exhausting. You are very much 

building the plane while flying it. Consider strategies for how you can manage your 

energy – seeking opportunities that fill you with positive vibes, and mitigating against 

situations that are draining.

1

2

3
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What do I do if I don’t agree  
with the change?

This is rare, but it does happen. 

Ultimately, you have a professional obligation to offer the 

highest standard of work. If the conditions are such that you 

cannot perform at your best because you have a fundamental 

disagreement with the change, you have a responsibility to raise 

that concern with your immediate supervisor.

It’s unlikely that you will be able to change the change. This 

leaves you to consider the available options - asking to be 

reassigned to a different project, or perhaps in an extreme case, 

choosing to leave the organization. 
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Here are some final words of advice as 

you embark on your change adventure, 

particularly related to working effectively 

with your change sponsor:

• Make an effort to cultivate your 

consultative skills and become an 

invaluable trusted ally for the change 

sponsor and leadership team. Focus on 

adding value to conversations, asking 

insightful questions and delivering a 

respectful challenge function when you 

see things going off the rails. 

• Keep in mind that trust is the currency 

of change. It’s also essential to your 

work as a change communicator. 

Be especially careful to respect the 

confidentiality of information as 

required, and ensure that you build 

a reputation for being reliable and 

trustworthy.

• Invest the time required to find ways 

of collaborating with the sponsor and 

change leaders that provides clear 

messaging direction, but also allows 

for authenticity and the personality of 

the leaders to shine through. Think in 

terms of “freedom within a framework” 

and explore creative ways of supporting 

leadership communication that 

effectively connects the individual 

to employees. Rather than preparing 

formal speaking remarks, for example, 

consider offering three key bullet points 

or a “Think/Feel/Do” framework that 

guides the leader’s communication 

without coming across as “canned.”

• Be attentive to the character of your 

presence. Change is stressful, and 

your sponsor and leaders are likely 

overwhelmed and exhausted. Focus on 

ensuring that you bring positive energy 

to meetings and take the time to invest 

in the relationships you have with the 

sponsor and leaders. Your task is as 

much about building their confidence 

and having their back as it is about 

communications. 

For more on building your consultative 

practice and navigating internal client 

and executive relationships, see the 

Results Map® Strategic Communicator’s 
Handbook.
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Tools

The following suite of tools and worksheets is designed to help save you time and increase the 

impact of your change communications contributions. 

Top 10 Questions in 
Change

This is a set of strategic questions to ask the change team and 
leaders in order to understand the initiative and its context. It 
can be a foundational tool to guide consultations. These high 
gain questions are designed to set up a positive, collaborative 
approach to change planning anchored in shared meaning. 

Page 16

Change 
Communications 
Plan at a Glance

A visual table of contents that illustrates the component parts 
and order for a Results Map®-driven Change Communications 
Plan. 

Page 19

Change Management 
Plan at a Glance

A visual table of contents presenting the elements of a Change 
Management Plan. It illustrates the key strategic elements at 
the top which feed the execution across the five core elements 
of governance, communications/engagement, enablement/
organizational design, training and sustainment. 

Page 19

Strategic Framework 
for Change 

This is a simple but essential tool designed to get leaders on the 
same page in defining the change by identifying key strategic 
components. The Framework is best developed through a 
facilitated group process in which the change sponsor and 
leaders play an active role.

Page 37

Working with 
Resistance 
Worksheet & Loss 
Analysis

This tool can help you prepare for the natural forms of resistance 
you are likely to face with your change initiative. Keep in mind 
that the idea is to use resistance as a form of energy to help 
advance your change. 

Page 41

Change 
Communicator 
Agreement 

This tool provides a framework for clarifying roles and 
expectations in change. Given the often ambiguous nature 
of change, this is a critical step to ensuring that the change 
communicator is set up for success.

Page 48

Making Change 
Scenes Tool 

This tool can be used by change teams to start getting more 
precise and concrete about an initiative. Building on the Strategic 
Framework for Change, this resource guides the process of 
defining very specific scenes or “vignettes” of what the change 
would look like once fully implemented. The team can then 
work on reverse engineering plans in order to achieve this clear, 
detailed image of the desired outcome.

Page 54
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Outside-in 
Communications 
Planning Tool

This simple tool is designed to help you shape your 
communications from the perspective of your audiences. The 
idea is to improve the resonance and relatability of your message 
by crafting it from the perspective of your key audience.

Page 55

Audience Profiling 
Grid Worksheet

This worksheet is designed to help you understand your various 
audience groups to inform your communications messages and 
tactics. It will support you in following the principle that you 
should “go where your audiences are.”

Page 56

Message 
Architecture 
Worksheet

This worksheet provides a condensed strategic communications 
planning framework focused on message development. It will 
help connect the dots between your objectives, your audience 
profile and your message. It also presents a model for creating 
messages in a structured, hierarchical fashion – focusing first on 
a value proposition statement (e.g. a message of benefits, not 
features), supported by specific messages by theme or audience.

Page 57

Change Messaging 
Worksheet

This tool provides you with a framework to plan your change 
messaging in a way that includes both emotional and intellectual 
content, expressed through words and visuals.

Page 59

Storytelling Tool This worksheet provides a structure and process for identifying 
compelling and effective stories as part of messaging. 

Page 60

Employee Event 
Planning Worksheet

This is a lightweight but powerful tool to strategically plan 
employee events such as town halls or assemblies. 

Page 61

Change Engagement 
Worksheet

This tool is focused on mapping out engagement opportunities 
for your change. Communication and engagement are closely 
linked because the whole change communications approach is 
focused on involvement and participation.

Page 62

Culture Change 
Workbook

This tool is a practical resource to help explore culture and 
connect it to your change agenda. It is designed as a peer 
learning and discovery tool to be used in groups of 4 or 5. You can 
access it through the Results Map® online hub.

Online 
hub
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Making Change Scenes Tool

Looking ahead at your future state, picture a specific scene that you might observe. Describe this scene or vignette, 
highlighting how it’s different than your current state. 

E.g. We are now working in our new organizational structure and participating in our employee town hall. Our employees are feeling excited 
and proud because the quality of our service has improved, our processes are more efficient, and employees feel valued and engaged.

Tell the story of your scene through the following dimensions:

Who are the players in your scene? E.g. All employees

How are the players interacting? E.g. Employees are collaborating, enthusiastically suggesting improvement 
ideas, and sharing a few laughs

What is the process? E.g. The town hall is now a standard part of our operations and is scheduled well 
in advance as a priority item. Employees all attend because they want to, and 
it’s an expected norm of our culture.

What is the outcome? E.g. Employees feel equipped with the information and context they need 
to perform. They come away from the town hall inspired and having learned 
something new.

What is the energy or feeling  
of the scene?

E.g. There is a buzz in the room. Employees are having fun and feel energized.

Why does this scene matter to your organization and its clients/stakeholders/partners?

E.g. The town hall is important because it’s symbolic of the culture of communication and collaboration we’re trying to instill

1

4

2

5

3
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Outside-In Communications Planning Tool

Your Change Objective:

E.g. Implementing a new e-procurement platform in order to improve efficiency, compliance and accountability

The Need for Communications:

E.g. Employees need to be aware of the initiative in order to prepare for training, support the transition to the e-procurement platform, 
and ensure that they understand that the system is part of shifting our operations and culture to emphasize efficiency, compliance and 
accountability

Audience Analysis:

Audience

Who do you need to 
reach?

Relevance

What is particularly 
meaningful to the 
audience?

Results

What do you want the 
audience to do as a 
result of receiving this 
information?

Message

What do you want to 
convey? Consider the 
intellectual and  
emotional dimension.

Vehicle

What’s the best way to 
share your message? 
Favour face-to-face 
and opportunities for 
dialogue where possible.

E.g. Procurement staff E.g. The change is 
happening in their  
sector so they are  
most directly affected  
and will be concerned 
about impact on their 
jobs

E.g. Be enthusiastic 
about the change, help 
contribute subject 
matter expertise to the 
deployment, champion 
effective use

E.g. The e-procurement 
system will liberate 
procurement staff from 
routine, repetitive work 
so that the team can 
contribute at a more 
strategic, value-added 
level

E.g. Bi-weekly staff 
meetings
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Audience Profiling Grid Worksheet

Key Audience: E.g. Procurement Staff

Why is this audience important to your communications requirement?

E.g. These are the employees whose function is most directly affected by the change

What is most relevant to this audience?

E.g. Job security, relationships with colleagues, career progression opportunities

What are the audience’s key sources of information?

E.g. Bi-weekly staff meetings, emails

What do we know from past experience is successful in reaching this audience?

E.g. Last year’s database initiative was very well received by this team because they had been invited to participate early and provide 
input into the system. They felt part of the initiative and felt their needs were heard and acted upon. 
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Message Architecture Worksheet

Communications Objectives

What do you want to impart to your audiences? What is the essential information/content/emotion/tone?

E.g. Build awareness, understanding and enthusiasm for the e-procurement system, and the benefits it will offer the organization

Audiences

Who are the key audiences for the message?

Relevance/Resonance

What is of particular relevance/resonance for these 
audiences? What matters to them?

E.g. Senior Leadership Team E.g. Clarify expectations and impact of initiative

Message Foundations

Are there existing sources of effective messaging that can be used to build the message architecture, to ensure 
that material is consistent and sound?

Existing Sources of Messaging How can this source be used to build the message 
architecture?

E.g. Business case for e-procurement E.g. The introduction explains the gaps and risks in our current system 
and positions the e-procurement system
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Building A Message Architecture

Value Proposition Statement

E.g. E-procurement will save us time and money so that we can focus on the core work of the organization 

Supporting Messages by Audience or Theme 

E.g. Procurement Staff

This system will limit the routine, 
repetitive work of procurement, 
liberating our team for value-
added activities

E.g. IT Staff

You have a vital role to play in 
supporting the initiative, which  
is our top development priority  
of the year

E.g. Senior Leadership

Your support for the initiative as 
an early adopter will be critical to 
its success

Checklist 

Is the Messaging:

Clear  
Is it simple to understand?

Compelling 
Is it interesting and relevant?

Coherent  
Do all the messages make sense and communicate effectively both alone and as a set?
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Change Messaging Worksheet

Change Description

E.g. We are implementing an e-procurement system to help improve efficiency, compliance and accountability

Jot down ideas, narratives or keywords.

Story 

E.g. We all know that procurement is a 
headache and takes too much time and effort. 
The e-procurement system is going to make 
our lives easier and let us focus on the work 
that matters for the organization.

Logic 

E.g. Procurement activities currently consume 
10% of our staff time. Purchasing even routine 

products takes us 8 hours of staff time per 
procurement request. The new system will 

reduce this burden by half.

Visual

E.g. Use fresh, accessible 
and lively visuals to 
enhance appeal and 
relatability of the tool

Emotion 

E.g. Reassuring,  
exciting, empowering

St
ory

Logic

Em

otio
nV

isual

Adapted from Prosci Inc.
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Storytelling Tool

There is a predictable, repeatable structure to good stories. The component parts are characters who 

are brought to life through dialogue and emotion. A good story should be anchored in a marker of either 

time or space. Then, the narrative unfolds through a sequence of events, usually triggered by something 

unexpected or unusual. Think about wrapping up the story through a compelling resolution – either a 

“closed” ending that generates understanding or an “open” conclusion that invites further reflection. 

Setting

Time Place

E.g. Last week I was visiting the IT department at 
one of our partner facilities, the Vancouver Hospital. 
Their office is like a bunker, tucked away in a 
windowless basement.

Sequence of Events

Focus on the unexpected – something surprising or unusual happens

First… E.g. I asked Jack to show me how he uses our database system on his 
desktop system.

But… E.g. Just then, our software actually crashed Jack’s system. He was 
embarrassed, annoyed, but kind of chuckled.

Then… E.g. He rebooted the system and I spent the whole afternoon by his side 
watching him go through the various fields in our database. We sat there in the 
freezing basement and I sank in my chair. I could see that what we thought was a 
robust system that works for our needs in Headquarters is actually very cumbersome 
and painfully slow for our user. 

Finally… E.g. It became painfully obvious that we can do better. We must do better 
for our partners. 

Characters

Dialogue  Emotion

E.g. Jack, the IT Manager was obviously frustrated. 
He asked me, “Are you guys making this database as 
cumbersome and painful as possible on purpose?” 

Resolution through…

Closure & Understanding
Audience can relate to the story and reach  
a satisfying conclusion

E.g. I decided right there and then that we’re  
scrapping the system and starting fresh.

Reflection & Inquiry
Audience curiosity and interest are piqued through  
an invitation to further reflection

E.g. I realized that we need to go back to the team and 
get their ideas on how to redesign the product with the 
user needs – not our needs – at the heart of the system.
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Employee Event Planning Worksheet

Objectives Key Performance Indicators

Target Audience
Primary:

Secondary:

Strategic Approach

What Does Success Look Like?

At the end of the event, what do we want employees to:

Think Feel Do

Event Wrap-Up

Debrief Process

E.g. Assessing the event and capturing lessons learned

Follow-up with employees

E.g. Closing the loop with employees further to their suggestions, or requests for further information

Integration with other communications/engagement initiatives

E.g. Opportunities to link the event to other communications or engagement activities/channels such as newsletter or intranet
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Change Engagement Worksheet

The key to effective change execution is to invite employees and stakeholders to be producers, not just 

consumers of change. 

Planning Change Engagement

Type of 
Engagement

Examples Engagement Examples  
That Apply to Your Change

Consultations • Bi-lateral meetings

• Consultation sessions

• Online tools such as deliberative dialogue

• Charettes (e.g. set up stations for different 

aspects of a change and have participants 

circulate between them)

• Other

Conversations • Informal drop-ins or coffee chats with the 

change sponsor

• Round table sessions

• Participation in branch/sector meetings

• Town halls

• Other

Co-creation • Design thinking workshop

• “Lab” sessions designed to create new 

models or approaches

• Use the Making Change Scenes Tool on  

page 54 to guide the development of specific 

vignettes of the desired end state 

• Other

Community • Establishing a community of practice

• Creating a network of champions

• Leveraging existing communities within 

the organization (e.g. Social Committees, 

Managers Community, etc.)

• Other
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Mapping Areas of Focus 

A common challenge is having limited resources and time for engagement and communication 

activities – that’s why being deliberate about areas of focus is essential. In order to protect you 

from the risk of addressing only the urgent, and not the important, use the Change Engagement 
Worksheet on page 65 to map your areas of focus in communications and change.
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The sinkhole 
of change is 
communications 
and motivation. 
It’s where change 
projects go to die.
Nancy Rothbard
Wharton School of Business
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Change Engagement Worksheet

Keep in mind that one of the biggest barriers to change execution success is the “Frozen Middle” – that is, the pattern 

of having change get stuck at the supervisor/middle manager level. Be sure to make this group a priority in your change 

engagement model.

Employee/stakeholder group Level of priority (1, 2, 3)

Managers/supervisors

Employees directly affected by the change

Leaders

Partners

Other

Checklist for Engagement

Keep in mind that you can have your change fast, or you can have it with engagement. Pick one of the two – this 

is a binary proposition. Speed will give you results, but will cost you commitment. Engagement will buy you 

commitment, but it will cost you time. 

Ensure that the engagement is authentic. Don’t ask for feedback or input on matters over which the participant has 

no real way to influence the outcome.

Be sure that “form follows function” when it comes to engagement. If you are trying to foster dialogue, your 

activities (e.g. dialogue sessions, coffee chats) must be designed to facilitate that goal.

Align your engagement activities to your communications. Validate consistency in messaging and approach.

Take the time to let participants in your engagement know how their input has been used. Keep the engagement-

communications loop dynamic, following the cadence of the change. 

You cannot change a person’s mind. You can only create the conditions for them to change 
their own mind.
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Caroline Kealey is the head and heart of Results Map®.

Caroline is internationally recognized as a leading communications strategist, change 

facilitator, trainer and author with over 20 years of experience in her field. She is known 

as a “communicator’s communicator” for her unique insights and first-hand experience 

into the challenges and potentials of the role.

As Principal and Founder of Results Map®, Caroline has built her practice based on 

lasting partnerships with her clients. Through deep collaboration and an unparalleled 

ability to find clarity in complexity, she helps organizations chart a course toward new 

levels of performance and impact in communications. Her clients include the House of 

Commons, Universities Canada, Bayer, the Government of Northwest Territories and 

the United Nations. 

She is driven by her unrelenting passion to set communications teams up for success by 

creating innovative tools, practical knowledge products and game-changing workshops.

Caroline is a pioneer in working at the intersection between strategic communications 

and change, serving as Director and Lead Instructor of the Professional Development 

Institute’s Strategic Communications & Change Program at the University of Ottawa. 

Named an International Association of Business Communicators (IABC) All Star 

presenter, she has won national and international awards in strategic communications 

and change, including IABC’s global Best of the Best and Distinguished Service awards.

 A graduate of the Wharton School of Business executive program in Leading 

Organizational Change, Caroline is a Certified Change Management Professional 

(CMP) and is certified in the Conner Partners’ Strategy Execution methodology. She 

is fluently bilingual in English and French and holds a B.A. with Highest Honours in 

Communications and an M.A. in Political Science.

Caroline Kealey
 Principal & Founder, Results Map®



Results Map® Knowledge Products:

Results Map® Process for Strategic Communications Planning

Results Map® Strategic Communicator’s Handbook

Results Map® Communications Director’s Handbook

Results Map® Communications Evaluation Playbook

Results Map® Guide to Employee Communications & Engagement

Results Map® Guide to Change Communications

Results Map® Leader’s Guide to Communications

Results Map® Guide to Stakeholder Communications

Results Map® Guide to Issue Management

resultsmap.com
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