RESOURCE
BOOKLET

HOW TO MANAGE
CHANGE IN YOUR
ORGANISATION?

Project Reference Number:
604877-EPP-1-2018-1-EL-EPPKA3-EU-YTH-TOG
Project Title:
Through the Lens of the Other
Funding Programme:
Erasmus+ KA3, European Youth Together

The European Commission's support for the production of this
publication does not constitute an endorsement of the contents,
which reflect the views only of the authors, and the Commission
cannot be held responsible for any use which may be made of
the information contained therein.

Inter Alia
1st edition in English language | November 2021
The resource booklet is based on the training sessions and
materials provided by Tony Belak, J.D. and J-R Curtin, Ph.D.,
Senior Fellows 4Civility Institute, U.S. and Ireland, 4civility.org
Intellectual property rights:
Copyright © 2021 Inter Alia
50-52 Valtetsiou str., 10681, Athens, Greece
telephone: +30 21 5545 1174 | email: info@interaliaproject.com
website: https://interaliaproject.com/
License:
This guide is published under the terms of:
Creative Commons Attribution - ShareAlike 4.0 license.
To read a summary of this license, visit the website:
https://creativecommons.org/licenses/by-sa/4.0/

TABLE OF
CONTENTS

01
What is this booklet about?

02
How to make changes?

03
Why people resist change?

04
Transformation: How to
do it successfully?

05
How plans produce the
results you expected?

06
Resources:
Activities & Exercises

07
Through the Lens of the Other

“WHY DON’T WE THINK ABOUT WHY WE SOLVE PROBLEMS BY
REPEATING THE KIND OF BEHAVIOR THAT BROUGHT US THE
PROBLEM IN THE FIRST PLACE?”

—RUTH WILSON GILMORE

WHAT
IS THIS
BOOKLET
ABOUT?
Change management helps people and teams more easily acclimate to
something new. While our natural instincts tell us to resist and even fight
change, embracing the new can actually result in a more pleasant and
fruitful environment for cooperation. When we stay active in caring and
focusing on bringing in positive changes, our team will also be motivated
to actively pursue new challenges and grow.

The goal of this booklet is to show you how to address strategically the
complex

human

dynamics

of

change

before

implementing

transformation in your organisation. Thus, it will help you develop a clear
understanding on what you need to do for the success and durability of
reforms or even systemic changes.

HOW TO
MAKE
CHANGES?
“Taking a new step, uttering a new
word, is what people fear most.”
— Fyodor Dostoevsky
If you want to make changes
regarding the organization in which
people work, your success will be
directly tied to creative and strategic
attention to how people respond
psychologically when asked to make
significant change. The humanistic
aspect of managerial decisions
impacting change is too often
ignored or not adequately handled
when planning and implementing
corporate transformation. The goals
the change are to foster often fail or
fall short, because interventions
frequently fail to address strategically
the complex human dynamics of
change. This may occur even with the
awareness of top management that
people must change before systems
change, because pe

because people are the system.
Alterations to the pattern of business
conduct or philosophy are themselves
changes, and the study of behavioral
science suggests that people resist
change.
Every organization is a living museum
of its past change efforts, some of
which succeeded and some of which
failed. Unplanned change, such as
death, bankruptcy, and technology can
overtake planned change, both of
which place stress on the organization.
It is the subtle lack of sustained
devotion or sabotage of withheld
enthusiasm that planned change must
always
consider,
and
often
underestimates, that causes change
efforts to falter or fail.

When organizational changes fall short
of expectations the cause may be the
psychological
reaction
of
people,
regardless of how urgently needed the
change is by any fair and objective
standard, or how many people agree the
change is needed, or the strength of the
reward or punishment associated with
change.
Change can be painful, and, pushed to
change, most people push back. All
change, no matter how innocent or
beneficial it may seem on its face, costs
somebody something. Organizational
changes
such
as
total
quality
management,
reengineering,
right
sizing,
restructuring,
corporate
turnarounds,
conflict
resolution
programs, or some other fancy title for
organizational-wide cultural change is
problematic. The real problem with
change programs is that the people
who are supposed to change stubbornly
resist doing what the change advocates
want them to do dodo

Resisting change seems to be a
universal phenomenon, and it is done
even when the change benefits the selfinterests of those resisting. This
seemingly irrational resistance can be
maddeningly frustrating to leaders.

If resistance to change is natural and
inevitable, to think resistance will not
occur or to view those who exhibit its
symptoms as difficult or old fashioned
can be a mistake. The real cause of new
program failures is not the resistance
but management’s failure to deal with
the resistance. Medicine is supposed to
cure, not kill the patient, but when fear
and anxiety overwhelm people in the
shadow of change, the specter it raises
is not easily embraceable and resistance
begins. A remedy may be to simply
acknowledge the profound importance
change has on humans and involve
them in such efforts so that they may
criticize from within rather than resist
from outside.

Change???

Change!!!

There are four important conditions for
successfully implementing a new
program in any organization.

1

Information
must
be
communicated to those
involved in the change
about its characteristics
and
this
information
must be presented in an
accessible
and
userfriendly format.

2

That
information
must
include
evaluative
data
about the facts, advantages
over alternative options, cost
effectiveness,
and
any
serious side effects.

3

Financial,
human,
and
physical resources must
be available to support the
implementation of the
change.

4

Principal users must be assisted in
meeting the human challenges of
change e.g. overcoming fears,
anxiety, and resistance and creating
a
positive
environment
of
ownership in the innovation and
involvement of the change process
itself.

All conditions are equally critical to
effective organizational change, but the
human aspect can be the most
challenging
and
can
make
the
difference between success and failure.
For successful and efficient change,
leaders should establish a need to
change.
Change organizers should be careful not
to reduce their vision to a slogan or
bumper sticker phrases of platitudes
that become a source of ridicule.
Successful change programs begin with
results that are clear, tangible, and
bottom-line, and the easier they occur
the
better.
Poor
or
inadequate
communications is one of the main
reasons
change
efforts
fail.
Communication is a two-way street, and
those who listen often gain valuable
insight and information to better
achieve the goal. People do not resist
their own ideas, and those who
participate in deciding what and how
things will change not only are more
likely to support the change but also are
actually changed themselves through
participation.
This
transformation,
through
recognition and empowerment of
employees, may encourage opinions
and ideas to be expressed in new and
creative communication for greater
participation
and
knowledge.
Employees may become citizens, active,
well-informed,
conscientious,
and
contributing to the system in which
they live and work. This concept may be
frightening to some.

TRANSFORMATION:
HOW TO DO
IT SUCCESSFULLY?
Change means to become different or
to be in an altered state, but if the
culture does not change any new
vision will be blinded through inertia.
Culture is an organizational concept
that encompasses how work is done
and how people are selected,
developed,
managed,
led
or
rewarded. Many elements go into
determining
an
organization’s
culture. These elements range from
being
highly
organized
with
maintenance of clear lines of
authority and providing secure
employment to building strategic
alliances with other organizations,
adapting quickly to changes in the
business environment and being
flexible and agile in thinking and
approach.

approach.
Culture
includes
an
organization’s values, its decision
making processes, its allocation of
resources, its division of power, the
behavior it requires and rewards, and
the level of risk it allows and
encourages.
Simply stated, if the culture does not
change, nothing will be different. Still,
if the organization recognizes the
importance of changing its culture
and takes an active, studied approach
that
includes
mobilizing
its
leadership, changing work processes,
and aligning the full range of people
strategies with its desired new
culture, successful change within the
organization can be realized.

ESTABLISH A
NEED TO CHANGE
If you want people to accept change,
alter the comfort level to get their
attention. You must convince them
that they need to change by
providing a vision of how much
better their lives will be if they do
change and demonstrate your
competence in this process by
generating some positive results
early. Waking the organization to the
need for change can be wrenching
and terrifying to many people but
that extreme intensity of emotion
must be felt before most will be
ready to change. The pain of staying
the same must be greater than the
pain of change before people will
make the decision.

Organizational change leaders must
express a compelling vision critical
for directing efforts, aligning the
activity, and inspiring people to take
action. Without an appropriate
vision any transformation effort can
easily dissolve into a list of confusing,
incompatible, and time-consuming
projects that go in the wrong
direction or nowhere at all. Change
organizers should be careful not to
reduce their vision to a slogan or
abbreviated phrase of platitude that
becomes a source of ridicule so what
was meant to be a vision now leads
to deep cynicism and alienation.

CREATE A CLEAR &
COMPELLING VISION
THAT REFLECTS
BETTERMENT

LOOK FOR TRUE
PERFORMANCE RESULTS &
CREATE EARLY VICTORIES
Successful change programs begin with results that are clear, tangible, and bottomline and the earlier these occur the better. A major problem with many programs is
lack of clarity and off-target goals. Organizational change is about changing
organizational performance and the clearer the link between the activity and the
results the more energy, commitment, and excitement that will be generated during
the change processes. People need to see early progress to reaffirm their faith in the
change effort and without short term wins to accelerate the change employees may
give up or even actively resist.

COMMUNICATE
WELL & OFTEN
Poor or inadequate communications is one of the main reasons change efforts fail. When
you want to communicate a vision to the organization, keep the message simple and
succinct, without metaphors, analogies, or examples. You should use different forms of
communication such as large group meetings, memos, newspaper, posters, and town hall
meetings and repeat the message often. All successful cases of major change seem to
include thousands of communications that help employees grapple with difficult
intellectual and emotional issues. Management should lead by example because behavior
of important people that is inconsistent with the vision overwhelms other forms of
communication. Communication is a two way street and those who listen well often gain
valuable insight and information to better achieve the goal.

LOOK FOR TRUE PERFORMANCE
RESULTS &CREATE EARLY VICTORIES
Large scale and complex change may be easier to accomplish than small and
incremental change. The former must, necessarily, deal with culture and management
style within the organization and it is these two issues that frequently make incremental
change almost impossible. If a plan for change does not redesign the structures and
systems around people much old behavior gets reinforced and new behaviors go
unrewarded. Changing everything at once may require a leap of faith, but there are
certain cultural components that should be changed for success. New rules and policies
must be created to reinforce desired ways of operating along with goals and
measurements that reinforce that desired change. Training to encourage the change
must be given timely such that the new, learned behavior can be implemented at once
along with marketing, ceremonies, and events that reinforce the new ways of doing
things. The organization must develop goals and measurements which encourage
desired management behavior and publicly recognize and reward managers who adopt
change by linking promotion and pay rewards to the desired modification. Rewards and
recognition that reinforce the old methods and procedures must be replaced along with
the physical environment and lines of communication to encourage the growth and
acceptance of change.

WE DON’T RESIST OUR OWN IDEAS

People who participate in deciding what and how things will change not only are more
likely to support the change but also are actually themselves changed through
participation. This transformation, through recognition and empowerment of employees
often encourages opinions and ideas in new and creative communication for greater
participation and knowledge. Employees then become active, informed, conscientious,
and contributing members of the system in which they live and work and this result
could be difficult for some to accept.

WHY PEOPLE
RESIST
CHANGE?
There are many reasons why people resist change, but most
often the motivation falls under the following:

Perceived negative outcome
Change unleashes a multitude of fears and negative feelings of
uncertainty, such as loss of freedom, loss of authority, status or position,
loss of good working conditions and money.

habits to be broken
When a supervisor with a command and control management style has been
requested to modify that behavior to get in step with new and innovative concepts
for the organization does not comply, it does not mean that person is a bad
supervisor. It might mean that she learned a command and control style early on
and it developed into a deeply ingrained set of habits that seemed to work and help
her get ahead in the organization. To try to change interrelated habits and traits that
reflects a style of management is extremely difficult and reinforces resistance.

Fear of More Work
Employees believe that change will result in them having more work to do
and less opportunity for rewards. Change is resisted because it may alter
terms of personal compacts employees have with their organizations and
associations in three common dimensions…formal, psychological, and social.
Formal compacts capture the basic task and performance
requirements of the job as defined in the employment handbook or
job description, contracts, or performance agreements.
Psychological dimension of personal compacts address aspects of
employment relationships that are primarily implicit and personal,
such as “how hard will I really have to work” or “what recognition or
financial rewards will I receive.”
Employees gauge an organization’s culture through the social
dimension of their personal compacts. They pay attention not only to
what the organization’s leadership says about corporate values and the
corporate mission, but also to what they do in support of their
pronouncements.
Major organizational change can and often does impact some or all of these
dimensions of the personal compact and, to the extent that people perceive
the changes to the personal compact negatively, they will resist change.

Lack of
Communication
Before most people can understand and accept a proposed change they want
answers to questions such as, “what will this mean to me; what will it mean to
my friends; what will it mean to the organization and are there better options;
will I have to make sacrifices, what will they be, and how do I feel about having to
make them?” When top management makes a speech or sends out memos or
e-mails with a few upbeat stories in the employee newsletter, employees are left
to speculate about when, where, how, and why of change. The fear that
unexplained or unaddressed anxiety can generate hinders acceptance and the
necessary buy-in.

Failure to Align With
the Organisation
The organization’s structure, business
systems,
technology,
core
competencies, employee knowledge
and skills, and the culture (values,
norms, beliefs, and assumptions) are
not aligned and integrated with the
change efforts.

Rebellion
Those who resist change do so because they feel it is being forced upon
them. People do not resist change as much as its implications, i.e., the
ambiguity that results when the familiar ceases to be relevant. In other
words, people do not resist change as much as they resist being changed.
A common approach to implementing change is teaching with coercion
with people being asked to follow the advice of an organizational guru in a
blind and cultish way. To be told “just do the program and don’t ask
questions” is often seen as losing control over one’s life, and is it any
wonder people resist?

HOW PLANS
PRODUCE
THE RESULTS
YOU EXPECT?
The best laid plans of humans often fail in the implementation
stage for failure to consider the realities of life, the workplace,
and people. To help assure that the great ideas generated are
translated into actions and desired results, here are a few key
elements to consider.

end=beginning
Begin with the end in mind.
Start with a clear picture of what
is to be accomplished and make
sure everyone sees the same
vision. The goal should be stated
simply and concisely so it is
easily
understood
and
comprehended, even if the
mission is complex. Remember
the power political campaign
slogans have in rallying the
masses to action.

roadmap
Develop the roadmap. The path
should be precise and easy to follow
so that people can visualize where
they are going. Each organization is a
living museum of what has been tried
and failed in the past, so don’t repeat
history.

support & team
Enlist the support of others.
Enthusiasm is contagious, and
people who are adequately
informed and feel they are part of
the team are more likely to
respond positively and lend
support in any way they can, even
in small ones.

Checks & balances
Create checks and balances. As the progress of the project evolves, it is
important to assess success and realign responsibility for adjustments
or modifications. A timeline can be helpful and lets everyone know
where they are along the path to the goal. Let people know the status
of the project from time to time and monitor the progress so success
can be visualized.

consistency &
reliability
Be consistent and reliable. If you are the
mentor of the project, people will read
your responses for signs or reflections of
success
or
failure.
Honest
and
consistent information will retard
rumors and build camaraderie. Form
alliances with influential people within
the
organization
to
disseminate
accurate information and facts.

When success smiles on the
project and the plan comes
together as designed, celebrate
and recognize the people who
made it happen.

Share
the glory

RESOURCES
ACTIVITIES &
EXERCISES

CROSS YOUR
ARMS THE
‘OTHER’ WAY!
Type of activity

Objectives

Focus

Description

Reflection | Self reflection

To develop a deeper understanding on how change
affects us and as a parallel between the physical and
non-physical and the person and the organisation.

Body & mind | person & organisation

Ask participants to cross their arms in whichever way
is most comfortable. Once comfortable, ask them to
fold their arms the other way! Let them play a little!

As they continue to keep their arms crossed, ask how this small but noticeable
change makes them feel. During the discussion, ask them to note if the onceuncomfortable position is now feeling more comfortable.

Duration

10 minutes including reflection

Materials

Comfortable place to sit

Tricks & tips

Debriefing
&
reflection

Let participants experiment: fold one way, fold the
other way repeatedly. Then ask them to hold their
hand for longer in the more uncomfortable position
for them to help them understand how the change
doesn’t feel strange after a while.

This exercise shows team members how change does
not feel uncomfortable forever. Over time, change
becomes more normal.

IDENTIFY THE
PATTERN!
Type of activity

Objectives

Focus

Reflection

To reflect on own behaviours
when it comes to change &
identify patterns

Body and mind reacting to change, the interplay
between the physical and cognitive, relevane of these
experiences to the topic of organisational change.

Description

Participants take three minutes to write a response to
"How does change typically affect you?"

Halfway through the activity, ask them to continue writing their answers with
their other hand. Once the three minutes passed, ask participants to reflect on
their responses and the experience of using their non-dominant hand for writing.

Duration

10 minutes

Materials

Paper and pens, a comfortable place to sit with
a desk preferably.

Tricks & tips

Debriefing
&
reflection

You can tell participants after the reflection that this
was just a tiny break and now they can keep writing
for one more minute. Most probably they will switch
back to their dominant hand, even though the
instruction hasn’t changed. You can also reflect on this
together.
The exercise aims at demonstrating how difficult
change can be, and how most of us would revert to
our usual behaves unless we are making an effort to
implement change. Guide participants with your
questions towards understanding their patterns and
reflecting on how concerted effort is needed for
organisational change.

THROUGH
THE LENS OF
THE OTHER
ABOUT THE PROJECT
“Through the Lens of the Other”
(TLO) introduced and explored new
ways
of
understanding
and
addressing discrimination in Europe.
In the course of the past three years,
approximately
100
individuals
belonging to diverse marginalised
groups
and
communities
collaborated for the successful
conclusion of the project. Local
working groups played the key role
in
empowering
individuals,
reinforcing
the
agency
of
marginalised groups and enhancing
their willingness to engage in social
affairs. Placed in a trans-local context,
TLO raised awareness on the
victimisation of vulnerable group

groups and promoted positive attitudes
towards discriminated groups, thus
embracing diversity as a positive aspect
in life. It reduced prejudice and
promoted social integration thus
fostering inclusion of marginalised
people and promoting integration and
cohesion among EU member states
regarding rights and freedoms.

BACKGROUND
Critical theories in social sciences
explain, through the concept of
intersectionality, how oppressive social
beliefs and structures (xenophobia,
sexism, homophobia, ableism, ageism,
etc.) are interconnected; systemic
oppression cannot be understood or
addressed with single-issue approaches
as they tend to accentuate a specific
part of the target groups’ identity and,
thus, perpetuate otherness. Co-existing
multiple
identities
demand
an
approach to integration that is holistic
and sensitive to different experiences.
Discrimination due to gender, sexuality,
race, culture, physical ability, ethnicity,
religion and nationality are the main
aspects that the project centers upon.
Discrimination affects the life pattern
and
the
social
and
economic
development of the people affected
and can be expressed in different
terms. Apart from the marginalisation,
that is the main pressure on the
persons’ social development

development, discrimination can be
detected in the exclusion of the
aforementioned people from equal
treatment by institutions (e.g. unequal
access
to
democratic
rights,
discrimination in the workplace, access
to the labor market). The common
element in these discriminations is the
process of othering, that is, of viewing
people around you as inherently and
essentially different, based on their
belonging to one certain group.
Shedding light onto this structure,
outlining how it is a common process in
all discriminations and operationalising
the analytical framework though nonformal learning activities, works as a
step towards tackling it. To this end,
youth workers (who are among the
target groups of the TLO project) need
to be equipped and strategically placed
for navigating through challenging
situations, embracing diversity and
complexity as positive aspects of life.

ACTIVITIES, METHODS &
DELIVERABLES
TLO’s analytical framework has been
operationalised through non-formal
learning (learning by doing, peer
learning, learning through arts) and
different other tools that enriched the
methodology in the course of the
project

project. The power of the image played
a key role in sensitising the public on
issues of discrimination. 14 audio-visual
products (short films) were created by
the project teams, translated in English
and screened for different local
communities

communities across 10 countries and 16
communities and as a separate section
of the Positively Different short film
festival (PDSFF) organised by Inter Alia
in 2020.
The learning process resulted in online,
open access educational material on
intersectionality

intersectionality,
advocacy
and
campaigning. Project teams produced
policy
recommendations
for
the
integration of marginalised groups
resulting
from
deliberation
with
youngsters, youth professionals, policy
makers, local communities, and other
stakeholders.

THE PARTNERSHIP
Inter Alia
Athens, GREECE
Inter Alia is a non-profit organisation aiming for the creation of an inclusive and active
European civil society, promoting communication between European people and
active participation in decision-making processes through collective action.
https://interaliaproject.com/

PRISM - Impresa Sociale
Palermo, ITALY
PRISM - Impresa Sociale is a non-profit organization with the mission to create
opportunities for the inclusive advancement of societies, communities, and individuals
- operating as a qualified development agent.
https://www.prismonline.eu/it/impresa-sociale/

Cross Culture International Foundation
MALTA
Cross Culture International Foundation (CCIF Malta) works toward the prevention and
elimination of trafficking in persons through awareness raising, direct service
coordination, capacity building and collaboration with key stakeholders, in order to
enhance international understanding, integration and inclusion.
https://maltacvs.org/voluntary/cross-culture-international-foundation/

Eğitim Programları ve Evrensel ve Kültürel Aktiviteler Derneği – EPEKA
Sinop, TURKEY
Eğitim Programları ve Evrensel ve Kültürel Aktiviteler Derneği – EPEKA is an NGO. It
aims to integrate creators of contents from the fields of culture, art, education,
science, and technology in activities that focus on international integration and
cooperation with organisations and institutions at local, regional and national level.
https://epeka.org.tr/en/

Thessaloniki Pride
Thessaloniki, GREECE
Thessaloniki Pride is a civil society organisation with the goal of promoting the
visibility of sexual orientation minorities and gender minorities, as well as supporting
equality and human rights in the greater area of Thessaloniki.
https://thessalonikipride.com/en/

Instutute für Roma und Minderheiten Integration e.V
Wuppertal, GERMANY
Institute for Roma and Minorities Integration works on participation, equality and
inclusion of the most vulnerable groups such as Roma and on the integration of other
ethnic minorities.
https://www.facebook.com/info.irm/

EU Diaspora Council (EDC)
Stockholm, SWEDEN
EU Diaspora Council is a non- profit organization that organizes and promotes
volunteering activities at local, national and international level, in order to enhance
social, entrepreneurial, communication skills, as well as multilingualism of youth
through non-formal education.
http://eudiasporacouncil.org/

Power of Humanity Foundation (Az emberség erejével)
Pécs, HUNGARY
Power of Humanity Foundation is non-governmental organization that places
emphasis on innovation and adaptability in education programs. The main goal is to
strengthen social inclusion by supporting oppressed, discriminated groups and
sensitize the majority within the society.
https://www.emberseg.hu/en/

Free Youth Centre FYC
Vidin, BULGARIA
FREE YOUTH CENTRE is a non-profit non-governmental association. Its mission is to
support the personal development of young people in Vidin and Northwestern
Bulgaria, as free citizens in a democratic society through involving them in
educational programs and community activities.
https://www.fyc-vidin.org/abouten.html

A.R.T. FUSION Association
Bucharest, ROMANIA
A.R.T. FUSION Association works to create and offer innovative and participatory
learning experiences in order for everyone to contribute in a responsible way to the
positive transformation of their communities both locally and globally.
https://en.artfusion.ro/

EU15 Ltd.
Anlaby, UK
EU15 are experts in the development of e-learning solutions and bespoke training
platform development. EU15 offers a full range of advisory and support services for all

all types of organisations and their staff, focusing on robotics, Artificial Intelligence, 3D
printing and entrepreneurship.
https://eu15.co.uk/

Sirius Training CIC
London, UK
Sirius Training is a company dedicated to professional training, EU project
management, work experience and training for all ages. It organises professional
development courses, for people involved in education who want to acquire new
competences.
http://siriustraining.org.uk/

Fundació Catalunya Voluntària
Barcelona, SPAIN
Fundació Catalunya Voluntària offers training opportunities through volunteer and
international mobility programs for young people that facilitate social cohesion and
intercultural learning.
https://www.catalunyavoluntaria.cat/en/
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