
 

 

“Everyone thinks of changing 
the world, but no one thinks 

of changing himself.” 
Leo Tolstoy 

 

Effectively manage change to achieve organizational excellence  

 

Tolstoy’s observation of human nature is remarkably timeless and applicable to our relationship with change. When 
applied to our corporate and personal roles, it gets to the heart of what makes driving and managing change so 
challenging. The reality is that business leaders must learn to counter human nature within themselves first, within their 
teams second, and finally within their organization. And to do so across the five critical areas of strategy, structure, 

processes, rewards, and people.  

Initially developed by Jay R. Galbraith, these five categories form a 
framework for creating high-performing organizations. Called the Five Star 
Model, the interweaving of the lines forms the star shape symbolizing the 
way each area aligns and interacts with one another to foster behaviors 
that propel performance and culture. 
 
Although some leadership theories focus only on the “soft” issues 
associated with managing change across the organization, the reality is that 
sustainable, culture-strengthening transformation happens when leaders 
incorporate data-driven insights and drive outcomes through “hard” 
factors. The hard factors must be clearly defined, measured, and altered to 
support, or reinforce the softer aspects, such as relationships and 
sentiment. In other words, it’s vital to coordinate each component of the 
organization’s ecosystem to reinforce and support the kind of behaviors 
that will generate elite performance and a strong culture. The Five Star Model serves as a foundation of good 

organizational design and as the primary conduit for managing change.  

 
Timely integration of these five levers allows the enterprise to scale and support each stage of the transformation 
process. Leaders are then able to sustain buy-in from diverse work teams, maintain momentum, preserve and build upon 
gains, and instill greater levels of responsiveness and flexibility in the culture. Each area, when properly supported and 
resourced, will become powerfully effective levers in elevating workplace culture and performance the two most critical 
energy sources of healthy change management and, ultimately, the overall development and growth of the organization.  
 

A strong culture is the byproduct of a healthy ecosystem. The general myths regarding culture are 
that it can be fixed, dictated, or is an initiative to be accomplished. However, culture is the culmination of routine 
behaviors exhibited by a group of people and is continually shaped and reinforced by the surrounding environment.  
 
This means that the organization’s beliefs, power dynamics, structures, processes, resource utilization, leadership 
dynamics, and implicit or explicit reinforcers equate to a unified collection of 
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behaviors that drive your culture and create an environment that fosters elite-level performance. These are essential to 
not simply weathering change but to harnessing its power to spark innovation and growth.  
 
Successful change management is more than overcoming or adapting to individual issues. It is an evolving, never-ending 
process that proactively defines, collaborates, strategizes, and implements solutions with an emphasis on integration 
across the organization. When change is viewed through the lenses of long-term development, it becomes an instrument 
of growth, a driver of elite performance, and the cornerstone of a healthy, dynamic corporate culture.  
 
An article from Harvard Business Review sums up the relationship between change, organizational health, and culture this 
way: “Cultural change is what you get after you’ve put new processes or structures in place to tackle tough business 
challenges like reworking an outdated strategy or business model. The culture evolves as you do that important work.” If 
culture and performance provide executive leaders with the fuel of healthy change management, then consistent internal 
engagement through strategic communications is their fuel line. All the energy in the world won’t propel an organization 
to its destination without deliberate channeling and reinforcement.  
 
At the intersection of the five categories in Galbraith’s model, there must be a commitment by your organization to 
continuous engagement at every level of leadership through the sustained use of a communication matrix that is 
responsive and relevant. A cross-cutting alignment of the five areas will communicate a consistent message to all 
employees and stakeholders. When key messages are mapped appropriately and implemented based on complexity and 
urgency, your organization will be able to build significant social capital and stay ahead of the change management curve 
through frequent, high-quality feedback and widespread participation.  
 
 

Lever 1: Strategy and Direction 
 

“Start with Why.” Acclaimed author, Simon Sinek, coined this well-known phrase to describe how great leaders see 
the advantage of putting the purpose — the “Why” — before process, product, and even profit.  
 
Thinking first with “the why” creates a powerful framework for your strategic direction and generates a naturally 
occurring pattern of communication that gives leaders the unique ability to inspire those around them.  

 
When leaders across an organization understand both the 
enterprise’s why and their personal why they can craft and 
deploy an authentically powerful mission that doesn’t just 
hang on the wall. This “North Star” can guide every aspect of 
their daily decision-making, from product innovation to 
customer service, and everything in between. When each 
employee, regardless of tenure or experience level can relate 
their personal success to an organization’s mission and 
values, they become stewards of the organization’s purpose 
and something almost magical happens. The collective 
energy and motivation of the enterprise are virtually 
unstoppable regardless of future leadership changes and 
shifting market dynamics.   

https://hbr.org/2016/04/culture-is-not-the-culprit
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Defining mission, vision, and values (MVV) as the foundation for making strategic decisions is as essential as developing 
the concrete and measurable components of your enterprise strategy such as organizational design, goals, objectives, and 
KPIs. Many executives often make the mistake of relegating the company’s MVV to the less tangible side of strategic 
planning, but since it holds the power to inspire passion and guide day-to-day behaviors more effectively than even some 
financial motivators, it’s worth the time and energy for the long-term health of your organization.  
 
The impact of your MVV drives loyalty, fosters customer engagement, improves strategic alignment across business units, 
brings clarity to decision-making, and perhaps most importantly, helps every employee confidently visualize their future 
with a clear roadmap for their contribution to the company’s success.  
 
The next step in the strategy development process is where most leaders spend the majority of their planning time – 
determining short and long-term goals, KPIs, and roles and responsibilities. Despite the use of data to inform the planning 
process and well-designed objectives tied to business metrics, studies show that almost 70% of great strategy fails due to 
poor execution. It’s simply not enough to create data-driven strategies tied to metrics if leadership doesn’t develop a 
detailed implementation roadmap tied to the remaining four organizational levers.  
 
Most importantly, if the level of execution consistency, quality, and cadence of your business strategies aren’t as clear and 
frequent as they need to be, ambiguity will undermine your company culture and reduce employee motivation to 
innovate or excel. When leaders act and make decisions according to the company’s workplace values, they outperform 
their counterparts by 27 percent. By making decisions congruent with the authentic and routinely visible values of an 
organization, executives gain support, respect, and trust from their employees. 
 

Reflection Questions:  
• How do your company’s operations, planning processes, decisions, and business practices reflect its mission, vision, 

and values? 

• Do your leaders authentically socialize, reinforce, and use the mission, vision, and values? 

• Is your level of execution excellence consistent with your organizational design and strategic intent? 
 
 

Lever 2: Structure and Power 
 
The structure of an enterprise determines who has the power and authority within an organization to make decisions, set 
or change policies, drive specialization and departmentalization, determine budgets, and approve expenditures. Revisiting 
the enterprise’s structure in conjunction with its MVV, organizational design, and strategic roadmap is essential to staying 
ahead of the curve, preventing power imbalances, and maximizing opportunities for collaboration.  
 
While it’s common for companies to shift their strategic focus to adjust to market dynamics, customer preferences, 
economic conditions, and a host of other factors, existing organizational structures and seats of power are often treated 
as immovable boundaries, turning what once were competitive advantages into barriers to long-term success. An example 
of this outdated mindset is the preservation of a corporate department for the sake of familiarity, maintaining the status 
quo, or avoiding investing the time and resources to modernize key workflows that were created as workarounds. A 
common mistake is to wait until someone leaves, retires, or is promoted before making long-overdue adjustments.  
 
As with the other four levers, structures and power within an organization must be proactively evaluated so that they 
evolve to meet the needs of the business, outpace hiring trends and talents’ expectations, and promote flexibility and 
resourcefulness. Organizations that have a rigid view of their structures and seats of power have a more difficult time 
meeting changes in the marketplace and retaining top talent.  
 
However, it is never too late to adopt a more dynamic, market-driven approach to structural flexibility. Leaders can set 
the tone by assembling cross-functional working groups, or guiding coalitions, within 
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each functional area of the enterprise and encouraging them to work as teams operating outside of the normal hierarchy. 
Essential to the success of these guiding coalitions is that they have members with enough experience and authority to 
drive the implementation of changes that are approved by executive leadership. Engaging senior, but non-executive 
leaders across the enterprise will strengthen the perception that employees of all areas of expertise will have 
opportunities to thrive and grow as the company adapts to customer and market demands.  
 

Reflection Questions:  
• Are there any departments or power structures within the enterprise that are not as relevant or effective as they 

used to be?  

• What new structures or changes would improve employee participation and engagement?  

• In what ways does innovation drive your growth and need for change within your structures? 
 
 

Lever 3: Processes and Information 

 
Leading change guru of our time, Harvard Professor John P. Kotter, says, “If you can’t communicate the vision to 

someone in five minutes or less and get a reaction that signifies both understanding and interest, you are not 

done.”  
 
The processes within your enterprise and the information and connections they provide to employees to do their jobs 
effectively should vibrate with the company’s MVV. If your information streams, workflows, and decision processes don’t 
cut across the structural lines with consistency and impact, then your culture will become fragmented, creating fault lines 
and employee camps, rather than a united tribe with a single voice.  
 
If you think of your structure as the frame and mechanical components of a vehicle, then your processes are the 
interconnected pathways and functions that make the vehicle run. Some processes within an organization are vertical in 
their flow and determine how many resources an enterprise will allocate to teams to accomplish its objectives, such as 
departmental budgets and the hiring of talent. Other processes occur laterally across teams because they are designed 
around workflows, as opposed to silos or functional groups. This matrix approach is becoming more common in the 
modern business environment due to its highly adaptable nature.  
 
Similarly to an organization’s structure, established processes tend to be maintained far beyond their effectiveness in 
many companies, which impedes timely, transparent communications, diminishes engagement, and often stymies 
authentic and meaningful feedback. Your leadership team must regularly review processes and evaluate their level of 
enablement for the organization in advancing its mission, communicating its vision, aligning with its values, and producing 
the level of support and efficiency needed for the strategic roadmap.  
 
For example, if a widely used process is causing employees to continually work excessive overtime to compensate for an 
outdated technology or conduct extensive training sessions, then employees are more likely to find ways around the 
process, experience burnout, or look elsewhere for a position. Because processes and information flow are not as clearly 
connected to a single person, the danger of outdated and cumbersome processes flying under the radar is very high in 
most organizations without a commitment to regularly evaluating their effectiveness.  
Processes and the information that they communicate are often overlooked as drivers of culture and performance 
primarily because they appear to be emotionally neutral systems. As a result, many companies put the full burden of 
communicating MVVs squarely on the shoulders of the marketing or human resource teams. But if an outdated or poorly 
designed workflow or system is continually undermining the foundational tenets of an enterprise’s MVV, the culture will 
be undermined by continual frustration, lack of successful implementation, or the perception that executive leadership 
doesn’t care.  
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Establishing a rich feedback culture in relation to processes and information is also an often-missed step in organizations. 
Embedding and nurturing both formal and casual feedback mechanisms is essential to monitoring employee sentiment 
and procedural and systemic health, as well as driving innovation across workflows. Feedback is an integral tool that 
nourishes both professional and personal growth and is a primary driver of the health of your company culture. In 
business, the use of data-driven and anecdotal feedback tools can also stimulate process improvements and positive 
client outcomes. Therefore, knowing how to ask for and communicate feedback effectively is a key skill for leaders to 
model. Regularly soliciting employees’ feedback reinforces the company’s values and catalyzes teams to triumph over 
obstacles, stimulates agile thinking, and spurs accountability for shared commitments.  
 

Reflection Questions:  
• What processes, procedures, and systems inhibit change or reduce performance, efficiency, or motivation in your 

enterprise? 

• What opportunities exist within your existing systems and processes to generate employee feedback, promote 
brainstorming, and encourage innovation? 

 
 

Lever 4: Rewards and Motivation 
 
Within the five-star model, the purpose of the reward and motivation lever is to incentivize the enthusiastic completion of 
an organization’s strategic initiatives that are tied to its MVV. When a company consistently engages its employees 
through clear, meaningful, and relatable values, it reduces disengagement in its workforce and the work itself becomes 
important through a network of shared values. Employee engagement skyrockets and motivation is derived through 
teamwork, achievement, and appreciation, rather than solely from financial compensation or power elevation.  
 
Recognizing employees can be accomplished monetarily and non-monetarily at every level of the organization and both 
types of rewards can be very effective depending on the nature and scope of the work. Keep in mind, however, that 

reinforcement of behaviors can be either implicit or explicit, and this can create some confusion. For example, if a 
company promotes a value of healthy work/life balance, but continually offers monetary rewards to finish projects under 
budget and on time, it may inadvertently reinforce the behaviors of staying late and working weekends, which would be 
in direct conflict with the value its meant to instill.  
 

Unlocking talent potential is more than providing avenues for appreciation and recognition. To avoid sending 
employees mixed messages about performance expectations and company values, it is vital to pay attention to the 
behaviors your reward systems encourage. Motivational structures within the organization must promote the behaviors 
you want to see. There are several ways to do this: 
 

✓ Align team and organizational performance expectations with desired behaviors. Take a look at your employee 
evaluations, job descriptions, and role expectations. Are they measuring the behaviors that are most important to the 
performance outcomes and culture you desire? 

✓ Tie rewards directly to the behaviors demonstrated. Be sure incentives and recognition are offered to those who 
not only meet and exceed performance outcomes, but also to those who live out the company’s core values in how 
they interact, make decisions, and lead. 

✓ Spend time engaging employees in the things they do best. Understand where your talents, strengths, and 
capabilities lie in the organization. When people are put in positions that maximize their strengths, they become more 
motivated and produce better results. 
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✓ Encourage leaders to focus on positivity. Positivity is a multiplier for performance and research tells us that positive 
expectations and feedback result in higher levels of performance. Conversely, studies show that when a leader 
focuses on his or her negative expectations regarding an employee then the leader’s behaviors toward that employee 
will follow suit. Over time, the continual reinforcement of negative 
expectations and behaviors ultimately impacts how the employee performs, 
creating a vicious cycle that only reinforces problems, rather than proactively 
solving them. However, the opposite is also true, making it possible to 
produce long term, multiplying benefits. When positive leadership, support, 
and resources are applied, leaders and employees alike begin to see 
unlimited potential in what they can contribute to an organization. 

 

✓ Foster a culture of proactive appreciation and belonging. By using 
workplace values to create a culture where gratitude is communicated, you 
will see your employees’ sense of commitment, motivation, and agility 
increase. 

 
When employees feel positive about their contributions, they have better interactions with customers, self-worth 
increases, productivity increases, and bottom-line profitability increases. 
 

Reflection Questions:  
• Take an inventory of how your organization recognizes and appreciates people. Are the values and achievements 

you typically highlight congruent with your MVV? 

• When you think about the changes needed in your business, how do your systems of reward reinforce attitudes and 
behaviors that will either encourage or discourage cooperation and buy-in?  

 
 

Lever 5: People and Mindsets 
 
Most companies, especially large ones, make the mistake of thinking that the lever of people and mindsets is entirely up 
to the human resources department to manage. But nurturing a vibrant culture of leadership and performance requires a 
concerted effort throughout the organization to encourage continuous learning, teamwork, and shared accountability. 
When enterprises implement a progressive strategy that intentionally and thoughtfully addresses each stage of the 

employee lifecycle, connecting phases with clear goals that directly 
fuel the business strategy, talent becomes more engaged, and the 
culture continues to strengthen with each new hire.  
 
One of the key factors in implementing successful people strategies is 
focused effort on employee engagement throughout all phases of the 
employee journey. A common misconception about employee 
engagement is that if you make your company “fun,” you’ll attract 
and retain talent. While this concept of fun is important in 
engagement, relying solely on these types of activities doesn’t engage 
your workforce.  
 
What matters most to employees is how connected and engaged 
they feel about their work. Studies show that when you invest in 
creating an exceptional employee experience, you are four times 
more profitable than if you do not. When the right people are in the 
right places and are supported in 
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the right ways, they need less “managing,” are highly engaged in their work, take ownership of their role, and champion 
innovation. 
 
Employee engagement should not be implemented alongside talent management or development, but rather used as 
a driver within an integrated talent management strategy. When you engage your workforce at all stages in the employee 
lifecycle, especially during the onboarding experience, you will see maximum output.  
 
The quality of interactions employees experience at each stage also shapes their perceptions of the organization, directly 
affecting their performance and their ability to represent the brand with customers and key stakeholders. When you 
create a culture of engaged employees who are connected to the overall business strategy, you will drive exceptional 
results and retain top talent. 
 
Finally, and most importantly, you will see the highest level of performance and foster the healthiest company culture if 
your leaders focus on where your employees need to be in the future— with their behaviors, skills, and knowledge 
— versus where they are now.  
 

Your leaders will be more effective when they become champions at: 

✓ Listening well and engaging their teams to identify opportunities, market changes, improvements, and inefficiencies 
within the organization, structures, or processes that need to be resourced or addressed. 

✓ Analyzing performance relative to organizational and team goals, MVV, and competencies. 

✓ Matching top performers and high potentials to anticipated needs before the gaps are critical. 

✓ Deciding how and when to use employees’ strengths and talents, regardless of current roles and structures 

✓ Assessing and adjusting strategies and tactics proactively to ensure effectiveness. 

✓ Coaching, aligning, resourcing, rewarding, and incentivizing to ensure retention and reduce costs associated with 
downtime, recruitment, and training.  

 
The most effective leaders are those who are adept at both relational and tactical aspects of management. Through 
proactive listening, assessment, and collaboration, your leaders will be able to simultaneously foster relationships and 
manage strategic implementation with excellence. 
 

Reflection Questions:  
• How do leaders demonstrate your company’s MVV through how they lead their teams?  

• How are employees held accountable for demonstrating company values within their everyday work? 

• In what ways does your organization emphasize continuous learning and value curiosity?  

• How receptive is senior leadership to receiving ideas from all employees at any level?  
 

Organizational agility is what brings it all together. The Five Star Model is a helpful tool for 
understanding how to drive and manage change in a way that strengthens your company’s culture. But it is the change-
agile leaders that must anticipate, adapt, and drive change, not merely react to unexpected forces and issues. Agile 
organizations consistently leverage opportunities to develop new ways of doing business and implement the structures, 
reporting cadences, and systems to make them a reality.  
 
Given the speed at which industries and markets are changing today, companies that learn to embed agility as a “state of 
being” will be the winners in the future. When a business becomes truly agile, it creates employee engagement to 
successfully navigate the current marketplace, anticipate challenges, and increase profitability. Agility is a company’s 
competitive advantage — a catalyst to get ahead of changes, successfully execute strategy, sustain a high-performing 
culture, and ultimately, maximize its bottom line. 


