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MODULE 5: Organisational Change & Resistance
Mapping Toolkit

Structured Framework for Managing Resistance & Driving Sustainable Transformation

DIAGNOSTIC TOOL SUSTAINABILITY + INCLUSION SELF-ASSESSMENT
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Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not
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the European Union Neither the European Union nor EACEA can be held responsible for them.

Images in this presentation were generated using Al image generation tools integrated within the Gamma platform, to visually illustrate training scenarios and concepts. They do not

depict real people or real events.

This toolkit provides a structured, sequential framework for cultural organisations Five Working Tools
navigating planned or emergent change. Each section is designed to be completed

by a team or working group as part of a facilitated governance process. ol

Resistance is not a problem to be eliminated — it is a signal to be interpreted. By Resistance Mapp]ng Canvas

mapping stakeholder concerns, piloting change incrementally, and communicating
with clarity, organisations can build the internal trust necessary for lasting

transformation. Stakeholder Friction Map

02

03

Micro-Pilot Planning Sheet

04

Burnout Risk Self-Assessment

05

Change Communication Planner
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1. Resistance Identification & Pattern Analysis

Resistance is not opposition — it is information. Mapping resistance reduces friction and clarifies organisational fears before they become
barriers to implementation.

Step 1— Identify Expected Resistance

For each stakeholder group, record the anticipated resistance, classify it by type, and identify the underlying fear driving that position.

Stakeholder Resistance Statement Type Underlying Fear
(Practical / Psychological /
Structural)

Team

Volunteers

Suppliers

Municipality

Audience

Step 2 — Pattern Reflection

Review the completed table above. Identify which resistance type appears most frequently across stakeholder groups, then respond to the
reflection prompt below.

Practical Psychological Structural
Concerns about resources, capacity, or Concerns about identity, status, or trust Concerns about roles, governance, or
process authority

(D Reflection: \What does the dominant resistance type reveal about your organisation's readiness for change? Record your analysis here:
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2. Stakeholder Influence & Concern Mapping

Change succeeds when high-influence actors are engaged early. This map clarifies where to direct attention and effort at the outset of any
change process.

For each actor, assess their level of influence over the change process and their level of concern about the proposed change. Then define an
appropriate engagement strategy for each.

Actor Level of Influence Level of Concern Engagement Strategy
(Low / Med / High) (Low / Med / High)

Core Team
VVolunteers
Suppliers
Municipality

Sponsors

(D Key Principle: Actors with High Influence + High Concern require early, direct, and structured engagement. Delaying this engagement
is the single most common cause of change failure in cultural organisations. Do not wait for resistance to escalate before addressing it.
Priority Engagement Notes

Use the space below to record the names of specific individuals in the High Influence / High Concern category and the planned first engagement
action for each:
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3. Micro-Pilot Definition & Implementation Plan

Large-scale change fails when introduced all at once. Structured micro-pilots reduce resistance, build internal trust, and generate measurable
evidence before full implementation.

Pilot Definition

Complete each field below to define the scope, rationale, and accountability for your planned micro-pilot.

Change to implement

Why this change?

Estimated effort (Low / Med / High)
Estimated cost (€)

Expected benefit

Responsible person

Timeline

Success indicator (1 measurable metric)

Start Small Measure First Document & Share

Limit the pilot to one team, one process, Define your success indicator before the Record outcomes and share findings with
or one event before scaling. pilot begins, not after. all stakeholders, regardless of result.
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4. Organisational Burnout Risk Check

Change that is poorly timed or resourced will deplete teams and erode institutional capacity. This self-assessment identifies whether conditions
are suitable for proceeding with the planned pilot.

Instructions

Rate each statement honestly from 1to 5, where 1= Low risk and 5 = High risk. Complete this assessment as a team, not individually, to ensure
shared awareness of current organisational conditions.

Statement Score (1-5)
The team is already operating at or near full capacity

Current deadlines are unrealistic given available resources

Documentation and reporting requirements are excessive

VVolunteers are showing signs of fatigue or disengagement

The pace of change is too fast for the organisation to absorb

Total Score

(0 Decision Rule: If the total score exceeds 15, the organisation is not in a suitable condition to proceed with additional change at this
time. Slow down, simplify the pilot, or defer implementation. A score above 20 indicates that immediate workload review is required
before any new initiative is introduced. Proceeding in these conditions significantly increases the risk of implementation failure and
staff attrition.
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5. Structured Change Communication Plan

Clear, consistent communication reduces resistance and builds shared ownership of change. Complete this plan before any change is

announced or implemented.
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What is the change?

Why does it matter?

How does it benefit Visitors?
How does it benefit Volunteers?
How does it benefit the Budget?
How does it benefit Reputation?
When will it be communicated?

Through which channels?

Communication Principles

Be Specific Be Consistent

Name the change, the timeline, and the All team members should communicate
responsible person. Vague the same message through agreed
announcements generate anxiety. channels simultaneously.

Invite Response

Provide a structured opportunity for
questions and feedback after each
communication.

Sustainable change is incremental, participatory, and measurable.
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