
By Diana Vienne We know that long-lasting behavior and 
mindset shifts take sustained effort, sig-
nificant investment, and deep organiza-
tional commitment. But implementing 
real change is only possible when leaders 
can recognize and unlock the potential of 
pivotal moments along the engagement 
continuum—shifting employees from 
passive involvement to true leadership 
and advocacy.

The Engagement Journey 

Engaging hearts and minds is a long pro-
cess, which requires progressively increas-
ing levels of employee involvement. In our 
experience, the engagement journey moves 
through the following stages along a con-
tinuum (see Figure 1):
1. The journey begins with awareness:

employees have knowledge of the
change they will be embarking on.

2. Once employees are informed about
upcoming changes, they can begin to
understand why the changes need to
be made. They develop a deeper under-
standing that will lay the foundation for
further engagement.

3. If change is handled well and employ-
ees continue to engage, they can

progress from understanding the 
“what” and the “why” to a new level: 
commitment. As leaders reinforce ben-
efits and address resistance and road-
blocks, employees can begin to believe 
in the change and are willing to be a 
part of the process leading to the new 
vision. 

4. When leaders believe the vision will
have positive outcomes, employees
begin to take action: they accelerate
change by making the shifts necessary
in their day-to-day activities to bring the
vision to life.

5. Once the commitment and action
stages have been navigated success-
fully, employees will become advocates
for the change and influence others to
commit to take action with them.

Figure 1 shows the key stages of the engage-
ment journey and the level of active 
involvement required. This model builds 
on the industry’s recognized stages on the 
employee engagement spectrum by adding 
a critical final stage—the proactive champi-
oning of change.

Employee Involvement
The Key To Commitment and Successful Change

“To shift hearts and minds, employees must be fully integrated into the key levers of the 
organization’s success and have a voice in decision- making, continuous improvement, 
and change initiatives.”
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Commitment: The Pivot Point from 
Passive to Active Behaviors

Each stage of this process requires atten-
tion because the stages build upon each 
other. An employee will not move from 
awareness to advocacy without the interim 
stages of understanding, commitment and 
action. Commitment is the most critical 
stage in a person's engagement.

Commitment comes after awareness 
(“I have heard”) and understanding (“I 
know”). It’s where the heart comes into 
play. This is the point where an employee 
or manager can say “this is the right thing 
to do, I am ready to take voluntary action” 
(“I believe”). Only after moving through the 
feeling of commitment will an individual 
begin to embrace and activate the change—
because they see the value and positive 
impact in doing so. They move from being 
a passive participant to actively bringing 
the change to life.

To ensure commitment to change and 
to continue to push their people along the 
path to action, leaders must involve their 
people in the change process. Involvement is 
more than simply attending meetings or 
participating in events. To shift hearts and 
minds, employees must be fully integrated 
into the key levers of the organization’s 
success and have a voice in decision- 
making, continuous improvement, and 
change initiatives.

Involvement is Critical for Commitment:  
A Case Example

Recently, we worked with a business unit of 
a global pharmaceutical company that was 
looking to gauge how well their new orga-
nizational priorities were being adopted 
and understood by their people. 

Their goals were to: 
 » Activate strategic priorities in their 

employees’ day-to-day work, 
 » Accelerate change adoption, 
 » Target solutions that overcome bar-

riers, and 
 » Engage key audiences.

To understand the current landscape, we 
conducted a listening tour, which included 

interviews with their executive team, and 
virtual focus groups with the executives’ 
respective employee teams. We asked for 
feedback on their adoption of new com-
pany priorities. We gathered data on 
communication, the level of change 
required, and the ideas individuals had 
on increasing effectiveness.

As a result of the findings, execu-
tives realized they had not moved the nee-
dle in a meaningful way. They realized 
that to drive adoption, they would need 
to get more involved and engaged. The 
leader of the business asked each execu-
tive to  volunteer to lead the workstreams 
that were most interesting to them. Work-
streams were defined as initiatives that 
addressed priorities— specifically, bar-
riers to success in their new working 
model, such as simplification, communi-
cation, and career pathing. They invited 
high  performing employees to partici-
pate.  Leaders and employees committed to 
work together and built action plans into 
their day-to-day jobs that delivered progress 
on these business priorities.

How Involvement Paid Off for This Client

A move from passive to active involvement
Because both leaders and employees 
were involved in creating and implement-
ing solutions, members of the team were 
able to pivot quickly and move along the 
engagement continuum to action and 
advocacy.

Building accountability and opportunity
The leader of this business unit wanted to 
communicate how important outcomes 
would be, so he fully integrated expected 
results into team members’ performance 
goals, building accountability for very clear 
deliverables. Going forward, he instituted 
rotating membership within workstreams 
to build a holistic accountability to the suc-
cess of all the work. 

A rotating mix of leaders and employ-
ees working on these workstreams has 
many added benefits and opportunities. 
Leaders can tap fresh perspectives, improve 
collaboration, and elicit global opinions. 
The structure also recognizes high per-
formers by giving them access to lead-
ers and accountability for success. This 

Figure 1: Notion Engagement Continuum
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approach builds a network of champions 
and alumni, helping to amplify the long-
term impact of the work. 

Workstream outcomes:
1. Career development innovations 

Career development workstream par-
ticipants were tasked with finding ways 
for their people to advance their careers 
by getting more experience and expo-
sure. As a result of their work, the com-
pany will pilot a job-shadowing and 
job-swap program in 2020 and redefine 
the career building approach for the 
organization. 

2. More collaboration and information 
sharing across the globe
The research from our listening tour 
revealed that collaboration and commu-
nication were main concerns in imple-
menting their new business model. 
The company created a workstream 
that addressed alignment between the 
global team and the country business 
units. The workstream helped standard-
ize how information is shared and is 
now creating processes to leverage best 
practices across geographies.

3. Streamlining for meaningful work
The efficiencies workstream made sig-
nificant progress in streamlining how 
work gets done, both individually and 
as an organization. As a result, 75% of 
colleagues have seen “some or major 
impact on meaningful time available 
for work.” The workstream will con-
tinue their work and tackle more signif-
icant organizational streamlining in the 
months ahead.

Ultimately, 7,500 people will be impacted 
by the changes implemented by these 
workstreams. 

As these programs continue to gain 
momentum and more participants move 
along the change continuum, they are 
more likely to become champions for the 
change and bring others along with them 
on the journey. 

Conclusion

We encourage who seek engagement, to 
think first about how to involve leaders and 
employees. We have found involvement is 
an important investment in long-term com-
mitment and change success.
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