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“Change is the law of life and those who look only to the 
past or present are certain to miss the future.”

- John F Kennedy

“One reason people resist change is because they focus 
on what they have to give up, instead of what they have 

to gain.” 
- Rick Godwin
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Adapting to change is all about attitude.

One of the hardest barriers to overcome when making organizational changes is 
managing employee reactions to change. Change triggers an emotional response 
and feelings such as sadness, anxiety, loss, anger, fear and resentment are all a 
natural response to change. Even though change is an essential element of the 
world and must be accepted, everyone deals with change differently and people 
can fall anywhere on the spectrum of completely and quickly embracing and 
seeking change to doing everything in their power to prevent change. As an 
organization, it’s important to identify strategies for accepting and implementing 
change in order to grow your business and achieve your strategic goals. 

This guide provides information on how to successfully work with managers 
and staff to implement change, how to prepare for organizational change, 
strategies for getting employees onboard for change and for dealing with 
reactions to change, and how to make changes stick. The information in this 
guide has been adapted from Brown Consulting Group and it’s presentation on 
Understanding and Managing Change. 
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What is Change?

Change goes hand-in-hand with transition and there is a distinct difference 
between the two. 

Change refers to the actual situation – in this case, implementing a new piece of 
software to be used and embedded into processes business-wide. Transition, on 
the other hand, is a three-phase process that people go through as they come to 
terms with a new situation and the change that has been brought.  Therefore, 
helping employees during the transition process, will help with implementing 
change. 

Change

• Events
• Situational
• Outcome-Focused
• Relatively Quick

Transition

• Internal
• Experience-Based
• Psychological
• Process-Based
• Gradual and Slow
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3 Phases of Change
People tend to experience change in a 3-phase process. 

(1) Phase One: Endings
All change begins with an ending. It begins with letting go of something stable, 
known and dependable. Even if employees intellectually accept a change, they 
may still emotionally resist it. 

(2) Phase Two: Neutral Zone/Transitions 
It is during Phase Two that it makes the most sense to implement new processes. 
Once employees have had a chance to grieve an ending it is time to start looking 
forward. During this stage, employees may require additional support and you 
may see conflict between employees and departments. This is a critical stage for 
getting employees to learn, adapt and implement new processes and systems.

(3) Phase Three: Beginnings
Phase Three is all about beginnings. Although a good leadership team at an 
organization is constantly thinking of beginnings and change, this information 
may not be relayed to employees. This can frequently cause conflict if leaders 
do not involve other stakeholders and employees early enough in the process. 
Organizations need people to make change happen and therefore involving the 
entire team and having a leadership team present a clear vision and purpose is 
critical.

Grief is a natural 
component of 
adapting to 

change.
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How People React to Change
There are various ways in which people will react to change and  transition to 
new beginnings. For a lot of people, this may be demonstrated through sickness, 
depression, frustration, lack of motivation or shock – especially if too many 
things change at once. It’s in human nature to have a need for control, and 
therefore, if reality doesn’t match expectations due to organizational change, 
employees will lose a sense of control and resist change. Acknowledging and 
being aware that resistance is a natural reaction to change will help your 
organization better prepare for and react to any push-back from employees.

Empathy is crucial to letting employees know 
you realize change is difficult.
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The Innovators 
Innovators are the first people to adopt to 
change. These people are more willing to 

take risks, are motivated by change and will 
help to push for change. 

The Early Adopters 
Early Adopters are people on the team who 

will be the first to embrace the changes. 
These individuals are the second fastest 

category who adopt an innovation and they 
may even rush in before they understand the 

change and why it’s necessary. 

The Early Majority 
The Early Majority are susceptible to 
influence by The Innovators and Early 

Adopters. People in this category adopt an 
innovation after a varying degree of time. 

People react differently to change, but we can 
generally categorize people according to the 
following:
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The Late Majority 
The Late Majority are more cautious and 

skeptical of change. They only feel comfortable 
embracing change when they know what they are 

doing and they believe the change has a fair 
chance of being successful. People in this 

category will adopt an innovation only after the 
average member of society does.

The Late Adopters or Laggards 
Laggards are the last to embrace a change and 

may not do so willingly. These people typically 
have a strong aversion to change and tend to 

focus more on the traditional way of doing things. 
Although they are not easily convinced of the 

value of change, with the right amount of 
persuasion, they can be moved to accept the 

change – usually only once they see the benefit or 
are at threat of being left behind. 

The Diehards or “Blockers” 
Blockers are people who completely resist the 

change. They can become angry and bitter with 
the changes that are happening and as a result, 
may need to be terminated – especially if their 
resistance starts to influence other employees. 
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Focus efforts on the Innovators and Early Adopters. 

Although it may seem important to get those resistant to change onboard, it is 
more important to focus your efforts on the Innovators and Early Adopters. 
These groups of people can then help to influence the remaining groups of 
employees and can act as change agents in your organization. Find out who 
these people are and involve them in the change process as early as possible. 
Even though the Diehards or Blockers can sometimes be the most disruptive and 
vocal, your attention is best spent working with the Innovators and Early 
adopters. That being said, it is important not to give Diehards a platform for 
expressing their resistance as you do not want them to have any influence over 
people who fall in the middle (and are on the fence). 

Remember, when 5% of the people in a group adopt a change, the change is 
embedded. When 20% adopt it, the change is unstoppable. Statistically, the 
Innovators, Early Adopters and Early Majority tend to make up 20% of people 
in an organization. 
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• Actions speak louder than words. It is important that the leadership team 
consistently works towards implementing change. 

• At the outset, understanding is more important than agreement. Employees 
are more likely to get onboard with change if they understand what is 
changing and why. 

• Listening is just, if not more, important than talking. Hold open Q&A 
sessions where everyone can voice their concerns and questions – even if you 
don’t have the answer to every question. If you don’t communicate properly, 
people will make things up themselves. 

• Use examples, analogies and metaphors wherever possible as these can have 
a big impact on explaining intangible changes and expected results. 

• Be honest with your employees. Telling people the truth – both the good and 
the bad – is important. Employees will not react well to uncertainty and 
ambiguity. Even if you don’t yet know the answer, be honest about this. Let 
people know how you plan to make decisions. 

• Take a direct approach to dealing with apparent inconsistencies. People must 
be aware of the logic behind any inconsistencies to lend their support. If plans 
are delayed or postponed, provide reasons why. 

• Allow people to prepare in advance for the change by providing relevant 
information. People need the time to communicate any concerns or issues 
before you can expect them to commit to a change. 

Tips for Communicating 
Change
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In order to better understand how 
people react to change, we can 
visualize a framework of different 
characteristics and feelings people 
may experience. These are (1) 
Contentment, (2) Denial, (3) 
Confusion and (4) Renewal. The idea 
with this model is that people will 
continuously cycle through each 
emotion, but there are ways in which 
your organization can better manage 
people throughout each stage.

The 
Framework 
for Reacting 
to Change

Contentment

Denial

Confusion

Renewal
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Contentment

This is the status quo. People who feel content are more confident, calm and 
relaxed. They are more willing to compromise and feel a sense of belonging and 
optimism. 

Denial

During this stage, people can become irritated, bored and tense. They may 
become defensive with arguments against the change such as “we’ve tried this 
before and it didn’t work”. In general, people are fairly good at adapting to a lot 
of change, especially when it’s their own idea. Because of this, it’s important to 
be transparent and involve employees throughout the change process to make 
them feel apart of the bigger strategy. When employees are angry about change, 
it’s important to listen to and acknowledge their feelings, without taking blame 
or agreeing with their frustrations. Listening is twice as important as talking. 
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Confusion

During this stage people will experience anxiety, but they are becoming more 
willing to accept a change. There may be feelings of frustration, abandonment 
and people might become paralyzed and feel helpless. When people are 
confused, they can stop being cooperative. During this stage, consider holding a 
town hall to clarify information, have a “go-to” support person for fielding 
questions and concerns and don’t be afraid to tell people that you don’t fully 
know what will happen – as long as you provide some insight into how you plan 
to figure this out. If you are not sure if you’re communicating enough to staff, 
ask them. And if you do decide to hold a town hall, ask employees to share any 
rumors they have heard about the changes so that you can provide clarity. 

Renewal 

During the renewal stage, people have lots of energy for creative work and will 
then go back to being content until the next change happens. Take advantage of 
this stage by working with employees to continue to adopt processes, seek out 
new opportunities and look for ways to grow the business.  
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Getting Change to Stick
Resiliency is the ability to bounce back from change, focusing on 
the positive outcomes without getting caught up in negative 
reactions. Some people will naturally be more resilient to change 
over others, but for those that struggle with change, resiliency 
can be taught and modeled. In order to develop resiliency, people 
need to develop the following 5 characteristics. 

(1) Positive Attitude
Having a positive attitude will make all the difference in 
accepting change. To teach this skill to employees, try getting 
them to reframe any negative thoughts into positive ones. This 
will help them to see the change as an opportunity and will lead 
them to eventually believe in what they are repeating. 
(2) Focus

Staying focused in the change without getting caught up in things 
outside of your control will help employees adapt to the change 
more quickly. Help employees stay focused by creating an action 
plan with specific milestones, stick to a schedule and identify 
where employees are in the model to help block out distractions 
and negative gossip. 
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(3) Flexibility

This may seem obvious, but change will be much easier if you embrace it. 
Instead of focusing on the negatives, identify ways in which you can better 
adapt to the change through additional training and support. Celebrate 
employees that are being flexible to the change, experimenting and taking risks, 
and bring it to the attention of the rest of the team. 
(4) Organization
If you can organize and schedule change in a logical fashion, it will make the 
changes seem less daunting and easier to handle. Help employees create and 
update plans by providing relevant information and training on time 
management and productivity where appropriate. 

(5) Be Proactive
Early communication is key to change. The ability to anticipate change to start 
to adapt accordingly will provide much more positive results than change that 
comes as a surprise. Make sure to communicate with your team and provide a 
safe avenue where they can also communicate and ask questions. Set 
expectations on timelines and updates. 

| Change Management Guide



Final Thoughts

Remember…

• When communicating change, it is very important to communicate the WHY 
and WHY NOW as early as possible. The benefits of a successful change 
must be equally as obvious as the negatives of failing to change. 

• Provide an exciting new future for the company – get employees interested in 
where the changes will take the company and how they pertain to the 
company’s overall strategy and goals. 

• Make sure each employee knows “what’s in it for them” and be supportive of 
people’s natural resistance to change. 

More Resources:

Getting 
Employees 
Onboard for 

Change

3 Types of 
People that 

Impede 
Accounting 

ERP 
Software 
Training

Why 
Accounting 

ERP 
Software 

Training is so 
Important
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https://www.bluelinkerp.com/blog/2013/05/31/getting-employees-onboard-for-software-change/
https://www.bluelinkerp.com/blog/2016/08/26/3-types-people-that-impede-accounting-erp-software-training/
https://www.bluelinkerp.com/blog/2015/07/06/why-accounting-erp-software-training-is-so-important/


Learn more about Blue Link ERP 

– your trusted technology partner.

www.BlueLinkERP.com
1-877-258-5465

learnmore@bluelinkerp.com

Implementing new ERP software requires significant changes to your entire 
business, it’s systems and processes. Having a plan in place for managing 
organizational change and understanding how employees react to change will 
help make the transition as smooth as possible. 
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