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The provision of affordable housing in Canada is at a turning point; operating
agreements are coming to an end and many of these properties are facing
significant amounts of deferred maintenance. Public investment in affordable
housing has declined and although the Government of Canada is reinvesting
in affordable housing after years of declining resources, there is little clarity
about what this will mean for the future of affordable housing providers.
In the face of these broader, sector-level changes,
many housing providers are exploring new ways of
operating and engaging in business transformation
activities to remain sustainable. These organizational
changes include becoming more entrepreneurial,
digitization projects, developing new expertise,
developing social enterprises, and more. For
those changes to be successful though, housing
providers must foster both organizational and
individual resiliency, which is an underexplored
concept in the public and social/non-profit sector.
This report examines and defines key concepts and
practices crucial to supporting resiliency through
business transformation, including:

• Organizational Culture, which is comprised of
the shared values present in an organization
that guide operations and practices. A culture
defined by common vision and values is better
placed to be responsive and adaptive to
change. Organizational culture is one of the
most significant attributes in creating resiliency.
From the literature, we highlight four key points
about resiliency and business transformation,
its connections to these other concepts, and its
connections to housing.
1. Resiliency is key to successful business
transformation
• Resiliency facilitates navigating major
transformations for both organizations and
their staff.

• Resiliency, which is an individual or organization’s
capacity to adapt to change and sustain
operations. In the context of sectoral change
and business transformation, internal resiliency
is a necessary trait for housing providers to
develop. As it is strengthened and developed,
businesses are more likely to succeed through
planned and unplanned disruptions or changes.

• Housing providers engaged in business
transformation can think about resiliency as
an iterative cycle in relationship with business
transformation and organizational change.
Resiliency is needed to be able to withstand
organizational change, but at the same time,
well executed change can increase personal
and organizational resiliency.

• Business transformation, which is significant,
large-scale change(s) that is planned and
strategic. Due to its large scope, a business
transformation will change the organization’s
culture. Business transformation frameworks
and methods can help an organization approach
large-scale issues with goals and processes
in mind
• Change Management practices, which
are critical to the success of implementing
business transformation. There are a number
of strategies and models designed to support
implementing change, prioritizing key elements
such as communication and shared vision.
Intentional change management approaches
to business transformation that recognize
an organization’s unique culture are key to
transforming successfully.

• Strong, positive, reinforcing organizational
culture and supportive change management
processes have a dual impact in supporting
both resiliency and the success of business
transformation initiatives.
2. Resiliency exists at multiple levels – personal,
organizational, and community
• Personal resiliency “involves behaviours,
thoughts, and actions that promote personal
wellbeing and mental health.”1

1

U.S. Department of Health and Human Services,
“Individual Resilience.”
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In order for housing providers to be successful,
they must foster both organizational and
personal resiliency
• Community Resiliency is the shared ability of
an area to respond to adversity or disaster,
and bounce back as a community. During
the time of adversity, community bonds are
strengthened, resources are enhanced, and
individuals build effective coping skills, thus
enabling the community to work towards
preparedness for the next disaster or change.
• Social and affordable housing is also an
important enabler of community resiliency.
3. Resiliency is not a binary concept nor an
inherent trait and can be developed and
supported
• Resiliency is not a binary concept and is
better thought of as a continuum ranging
from more or less resilient.
• At an organizational level, resiliency is
supported by three key factors:
i. Leadership is key to navigating disruptions
and leading through planned change.
Team leaders who draw on emotional,
physical, cognitive and social resources
have the most success in promoting
resiliency. Positivity boosts morale
and encourages resiliency in changing
environments.
ii. The time it takes for an organization to
plan and execute a change is significant,
so the timing must be right with other
factors that will be ongoing. Proactive
behavior is depending on the ability to
have clear communication between
leadership and staff which allows for
adjustments.
iii. Organizations should strive to address
disruption or change as positive
opportunity to leverage resources.
2

Lifelong Learning Office at the Boston University School of
Public Health, “Other Types of Resilience.”

• At a personal level, there are multiple factors
that support resiliency but there are a few
key things that organizations can do to
support personal resiliency:
i. Provide inducements to employee.
ii. Understand and help build individual
resiliency, including providing resources to
celebrate resiliency.
4. Resiliency is not a stand-alone concept
• Strong, shared organizational culture and values
reinforces resiliency and helps guide business
transformation.
• Intentional change management approaches
to business transformation that recognize
an organization’s unique culture are key to
transforming successfully.
• Well-executed organizational changes have
been seen to produce higher levels of resiliency,
both organizational and personal.
Housing providers can use these tools and
concepts to help support their organizations
and staff through changes and become more
sustainable. The ability of housing providers and
staff to succeed though disruption and change is
vital so that the sector remains able to meet the
demands that they are facing and continue to
provide affordable homes to Canadians.
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• Organizational resiliency is the ability of a
workplace to survive significant economic
fluctuations, systemic risk, or disruptions
by adapting and recovering through
reorganization or through the development of
different systems that allow an organization
to resume its core operations.2
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1.1 The Context –
The Changing Canadian
Housing Sector
Housing providers across Canada are facing a
multitude of challenges in the housing sector
that threaten their ability operate and to serve
those who need affordable housing.3 These
challenges include, but are not limited to, deferred
maintenance, expiring operating agreements,
increasing need, and limited supply. In addition
to these sector factors, organizational changes
are occurring.4 Professionals in the housing sector
are retiring, leaving organizations to train new
leaders and staff on how to face these ongoing
challenges at the same time as they are being
asked to innovate.5 The policy landscape too is
changing, and as a part of the National Housing
Strategy, housing providers are encouraged to
grow, innovate, and respond to the changing
needs of Canadians.6
In response to these challenges, many housing
providers are changing their business practices and
engaging in substantial business transformation
projects to continue operating into the future.7
Some of these shifts include innovations like new
enterprises to increase revenue, mixed income
developments and cost efficiency measures.
Following the approach of many housing providers
in the UK,8 Canadian housing providers are

3

4
5
6
7

8

In this paper, we use the term “affordable housing” to
refer broadly to non-market housing that is intended to
be affordable to low to moderate income households.
Affordable housing is an umbrella term that includes
permanent supportive housing, social housing (also called
community housing, rent-geared-to income housing,
subsidized housing, or public housing), and near market
affordable housing.
Pomeroy, “Discussion Paper: Envisioning a Modernized
Social and Affordable Housing Sector in Canada.”
Housing Partnership Canada, “Skillsets and Core
Competencies to Facilitate Business Transformation in the
Non-Profit Community Housing Sector.”
Government of Canada, “Canada’s National Housing
Strategy.”
Housing Partnership Canada, “Skillsets and Core
Competencies to Facilitate Business Transformation in
the Non-Profit Community Housing Sector”; Housing
Partnership Canada, “Business Transformation: Promising
Practices for Social and Affordable Housing in Canada.”
Mullins, Czischke, and Bortel, “Exploring the Meaning of
Hybridity and Social Enterprise in Housing Organisations”;
Sacranie, “Hybridity Enacted in a Large English Housing
Association.”

moving to hybrid models that bring together
public funding and private investment to increase
affordable housing options and work towards
greater sustainability. Given that affordable
housing in Canada has primarily been supported
with government funding in the past, these
innovations are significant business and cultural
transformations.
However, an often-overlooked aspect of
successfully undertaking business transformation
is the ability of both organizations and their staff
to navigate and respond to these changes. When
sectoral disruptions or changes occur – whether
planned or abrupt – an organization’s ability
to adapt is an expression of their resiliency. As
organizations are made up of people, the ability
to adapt and successfully change also relies
on the personal resiliency of employees at all
levels. Resiliency is an individual or organization’s
capacity to adapt to change and sustain operations.
In the context of sectoral change and business
transformation, resiliency is a necessary trait for
housing providers to develop. As it is strengthened
and developed, businesses are more likely
to succeed through planned and unplanned
disruptions or changes.

1.2 Overview of report
This report summarizes the literature on resiliency,
business transformation, organizational culture,
and change management in the context of the
changing housing sector. While these concepts and
practices have generally been studied and used in
for-profit business contexts, business trends and
practices are rarely researched or applied in the
context of the public and social/non-profit sector,
including affordable housing.
As such, there is a gap in our knowledge of how
these concepts can be applied in the affordable
housing sector. However, we suggest that these
concepts are increasingly relevant and useful to
housing providers who as a result of the changing
housing sector, are becoming more entrepreneurial
and social-purpose oriented. Therefore, housing
providers can look towards good practices in both
the private and public sector for guidance as they
engage in organizational change.9

9

Abdalla, “Change Management in the Social Housing
Sector: A Fad or Requirement?”
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• to highlight how these concepts of resiliency,
business transformation, organizational culture,
and change management can be understood
and applied in the housing sector,
• to support housing providers and their staff to
become more sustainable and resilient, and
• to support successful business transformation
for housing providers in the face of these
ongoing sector challenges.
Along with other recent studies, such as the
Housing Partnership Canada (HPC) Business
Transformation Studies,10 this report aims to
contribute to the library of research in the Canadian
and international affordable housing industry.
This report is separated into multiple sections.
We first discuss the four concepts, starting with
an in-depth discussion of resiliency as it the main
concept being explored in this report. We then
discuss what business transformation is and why it
is relevant to housing providers, before discussing
the related concepts of change management
and organizational culture. Change management
strategies and positive organizational culture
are useful in approaching changes or disruptions
proactively and linked to both successful business
transformation and to supporting organizational
resiliency. These terms are also defined in the
glossary at the end of this report. We end by
discussing how to think about resiliency through
business transformation in the context of the
changing housing sector. The appendices contain
more details on the specific frameworks for
approaching business transformation and change
management as well as the glossary.

10

Housing Partnership Canada, “Business Transformation:
Promising Practices for Social and Affordable Housing in
Canada”; Housing Partnership Canada, “Skillsets and Core
Competencies to Facilitate Business Transformation in the
Non-Profit Community Housing Sector.”

This report is part of a larger, CMHC-SCHL funded
research project conducted by Civida that explored
resiliency through business transformation
for housing providers and developed practical
materials to understand, measure, and improve
resiliency for housing providers and their staff.
In addition to this detailed report reviewing the
literature on these key concepts, the project team
also developed a framework for measuring and
evaluating resiliency and a toolkit, including online
videos, worksheets, and facilitation guides for
housing providers looking to understand, measure,
and develop resiliency within their organizations
and teams. You can find these materials on our
website at civida.ca/Resiliency.
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2. Resiliency
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We begin with the discussion of resiliency because resiliency is the key
concept related to business transformation. Much of the resiliency research
comes from disaster-related studies. In this report however, we are focusing
on resiliency through business transformation. Business transformation
is not the direct focus of this report, but rather the context in which we
are situating resiliency, understanding that most housing providers are
engaging in business transformation of some sort and through which we
are working to support resilient staff and organizations.
We first describe what resiliency is at a broad
level before discussing different types or levels of
resiliency. We then discuss some of the key factors
that are associated with developed organizational
resiliency and personal resiliency through business
transformation. We conclude this section with
an example of resiliency through business
transformation in the housing sector in the UK.

2.1 What is Resiliency?
Resiliency is a broad term that is relevant in several
contexts, including within organizations (public
and private), individuals, and ecological systems.
The definition of resiliency can change between
contexts; for example, some describe resiliency
as the ability of a system to reorganize itself after
disturbances – such as planned or unplanned
change – to maintain its function and identity.11
Another definition for the term is “the ability to
absorb high levels of disruptive change while
displaying minimum dysfunctional behaviour”.12
Although these definitions differ, they both address
how an organization reacts to disruptions – whether
that be during or after the disturbance occurs.
In plain terms, being resilient means being
able to accept and adapt to change easily
at both the micro and macro level. Although
researchers use the concept of resiliency
differently, it is connected to concepts of
sustainability, adaptation, and adjustment.

11
12

Grove, “Resilience and Geographic Thought.”
Harrington, Innovative Change Management (ICM):
Preparing Your Organization for the New Innovation
Culture, 175.

In plain terms, being resilient means being able
to accept and adapt to change easily at both the
micro and macro level. Although researchers use the
concept of resiliency differently, it is connected to
concepts of sustainability, adaptation, and adjustment.
A system’s capacity to maintain its integrity
amongst a changing environment is an
expression of resiliency. However, while stability
can be interpreted as resiliency, they are not
interchangeable terms. According to Holling,
stability is “the ability of a system to return to an
equilibrium state after a temporary disturbance”.13
In contrast, resiliency would not see a system
come back to a state of balance within the original
equilibrium, but find a new balance, using the
newly organized or invented mechanisms in the
new environment. These new conditions are
because of a change or disruption which required
the system to adapt and exercise resiliency. Thus,
resiliency cannot be considered independently
of the context in which a system is operating.
This is an important consideration for the housing
sector, as the changes being experienced are not
“temporary disturbances”, making it even more
critical for housing providers to become more
resilient and find a new balance in the new context.
Building from this systems’ perspective, socialecological resiliency or ‘panarchy’ describes
the unique intersection between social and
environmental systems.14 Originally from
Gunderson and Hollings, the theory of panarchy
is described as an “antithesis to hierarchy” and
holds the view that human systems, nature, and
human-natural systems intersect and link to form
a continual adaptive and reactive cycle of growth,
13
14

Holling, “Resilience and Stability of Ecological Systems,” 14
Walker and Cooper, “Genealogies of Resilience.”
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Thus, when considering resiliency, it is crucial to
understand its relationship to other socially and
naturally constructed systems, and the impact
these areas have on organizations. Through this
lens, the resiliency of the affordable housing sector
would have to account not only for organizational
context but also the context of the economy, of
natural disasters and of other institutions such as
employment training.

2.2 Levels of Resiliency
Resiliency can be examined at the micro (or
individual) level, as well as at a larger organizational
or sectoral perspective. Discussing resiliency at
different levels is important when thinking about
organizational change because organizations are
made up of people, and for organizations to be
resilient, their staff also need to be resilient.

2.2.1 Individual or personal resiliency
According to the U.S. Department of Health and
Human Services, individual resiliency “involves
behaviours, thoughts and actions that promote
personal wellbeing and mental health. People can
develop the ability to withstand, adapt to, and
recover from stress and adversity – and maintain
or return to a state of mental health wellbeing
– by using effective coping strategies.”18
There are many different stressors that can cause
individual level disruptions or changes. Work
related stress, burnout, health, and environmental
stressors may cause an individual to rely on their
resiliency to cope, manage, and move forward with
their daily activities.19 Furthermore, individual
15
16
17
18
19

Gunderson and Holling, Panarchy: Understanding
Transformations in Human and Natural Systems.
Gunderson and Holling, 5.
Holling, “Resilience and Stability of Ecological Systems.”
U.S. Department of Health and Human Services,
“Individual Resilience.”
Zhang et al., “The Mediating Role of Individual Resilience
Resources in Stigma–Health Relationship among People
Living with HIV in Guangxi, China.”

resiliency is thought to increase over-all well-being,
occupational success, aid in pain management,
and give an individual the tools to navigate
through individual or collective challenges.20
By the same token, individual resiliency is a learned
skill, not an inherent ability (commonly confused
with having grit or being persistent) and can be
taught at any stage of life. Although resiliency can
be strengthened with early childhood experiences
(e.g., being involved in competitive sport, moving
geographical locations), individual resiliency can
also be developed in later life experiences. For
example, Longenecker, Zinc and Florence found
that embracing hardship as a place for personal
growth within the rural medical field increased
a mature individual’s likelihood of being able to
adapt to hardships and thus increase resilient
capabilities.21 Individual resiliency should not
be considered a fixed trait; it can be developed,
re-approached, or strengthened through lived
experiences and/or training.
Consequentially, it is important to highlight that
when a multitude of stressors impact an individual
and are not managed effectively, an individual’s
personal and occupational/performance levels
suffer; therefore, having individual resiliency will
most likely positively affect the levels and success
of organizational resiliency.22
In the context of external stressors, the COVID-19
pandemic is a key example of the impact a global
event can have on individual resiliency. The
Canadian Mental Health Association (CMHA) has
recognized the individual impacts that COVID-19
may have on Canadians, suggesting individuals
may experience symptoms of anxiety and/or
depression, but have released a basic toolkit in
hopes that it will increase individual’s mental
resiliency.23 The CMHA suggests that individuals
should accept and not ignore their symptoms of
anxiety, to practice self-care (e.g. eating health,
physical activity, and enjoyable activities), and to
seek information via reliable and credible news
outlets. Examples like the pandemic highlight
the importance of understanding the theory of
panarchy, which focuses on identifying the impacts
of external events, such as social or environmental
disruptions, on resiliency.24
20
21
22
23
24

Nemeth and Olivier, Innovative Approaches to Individual
and Community Resilience.
Longenecker, Zink, and Florence, “Teaching and Learning
Resilience: Building Adaptive Capacity for Rural Practice.”
Rees et al., “Understanding Individual Resilience in the
Workplace.”
Canadian Mental Health Association, “COVID-19 and
Mental Health: Heading off an Echo Pandemic.”
Lifelong Learning Office at the Boston University School of
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accumulation, reorganization, and renewal.15
According to Gunderson and Hollings, the theory
of panarchy was a response to understand how
systems are transformed through small and large
changes. This theory seeks to understand economic,
ecological, and institutional systems and “rationalize
the interplay between change and persistence,
between the predictable and unpredictable.”16
Measuring resiliency can also be a good indication
of the types of relationships that social or ecological
systems have with their environments.17
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Organizational resiliency is the ability of a
workplace to survive significant economic
fluctuations, systemic risk, or disruptions by
adapting and recovering through reorganization
or through the development of different systems
that allow an organization to resume its core
operations.25 Organizational resiliency is about
being able to adapt to stressors, disruptions
and planned transformation or changes.
Organizations, including businesses, schools, or
even institutions, must be adept at being resilient
to survive, strive, and meet demand. Stressors
to organizations are wide ranging and can be
both intentional changes as well as disruptions.
For example, undergoing significant changes in
operations can require resiliency to adapt to new
ways of working.
Much like individuals, organizations are impacted
by stressors such as economic downturns,
environmental disasters, and global pandemics.
In addition to the personal impacts, the COVID-19
pandemic has had broad ranging social and
economic impacts, including major impacts to
businesses and the way work is done.26
In response, the Canadian government
implemented a broad and rapid emergency
support plan to help stabilize and support the
Canadian economy and the businesses within
it. This is another example of how external
events, such as economic disruptions, can affect
businesses and test their resiliency.
Organizations are made up of the people that work
in them, and thus organizational resiliency involves
individual resiliency. According to Burnard and
Bhamra, organizational resiliency only works if the
organization can withstand stressors (disruptions)
on both a systemic and individual level.27

2.2.3 Community Resiliency
Further, resiliency is also often discussed at the
community level. Community resiliency is the
shared ability of an area to respond to adversity or
disaster as a community. During times of adversity,
community bonds are strengthened, resources are
enhanced, and individuals build their skills in

25
26
27

Public Health, “Other Types of Resilience.”
Parsons, “Organisational Resilience.”
Statistics Canada, “COVID-19 in Canada: A Six-Month
Update on Social and Economic Impacts.”
Burnard and Bhamra, “Organisational Resilience:
Development of a Conceptual Framework for
Organisational Responses.”

effective coping, thus enabling the community to
work towards preparedness for the next disaster
or change.28
Affordable housing plays a crucial role in
facilitating community resiliency – people need
homes to live and thrive.29 Thus, the work of
building staff and an organization that is resilient
is not only important for business transformation
to be successful, but also to facilitate resiliency for
the broader community.

2.3 Developing Resiliency
As demonstrated in the literature, resiliency is not
a binary concept. Resiliency is a learned skill which
can be improved and built up. It is better thought of
as a continuum, ranging from more to less resilient,
as illustrated in Figure 1 below.
Figure 1. Example of more and less resilient mindsets
and behaviours along a continuum
Believes that
they can do
anything they
put their
mind to.

Stays up
late every
night on
social
media

MORE
Resilient

LESS
Resilient
Focuses on
the positives
of the job
instead of
the negative
parts they
cannot change.

Doesn’t
reach out
to their
team when
they need
help.

Both organizations and people can have more
or less resilient mindsets and behaviours.
More resilient mindsets and behaviours can be
supported and maintained, and less resilient
mindsets and behaviours can be improved to
become more resilient. The literature suggests
three key factors to develop organizational
resiliency through change and support more
resilient mindsets and behaviours: leadership,
timing, and leveraging resources.

28
29

Lifelong Learning Office at the Boston University School of
Public Health, “Other Types of Resilience.”
Severson and de Vos, “Social Sustainability in Social and
Affordable Housing”; Renn, “The Call for Sustainable and
Resilient Policies in the COVID-19 Crisis.”
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organizations should strive to address disruption
or change as positive opportunity to leverage
resources, resolve current dilemmas, and to build a
stronger repertoire of actions for future changes to
support organizational resiliency.35

Timing plays an important role in whether an
organization can adapt successfully to changes
and transformations. Burnard and Bhamra argue
that the time it takes for an organization to
detect a disruption and the time it takes for an
organization to implement a plan of action are
both essential to the survival and success of an
organization.32 Proactive behaviour is dependent
on an organization’s ability to communicate critical
information to appropriate leadership and staff
and therefore give the opportunity to adjust quickly
and effectively. Furthermore, organizations are
more likely to detect and react to disruptions if they
already have a foundation for adaptive capacity.
Burnard and Bhamra, define adaptive capacity as
“a system’s robustness to alterations or changes
in resiliency.”33 Thus, if a system is willing and open
to accommodation, change, or re-structuring, their
adaptive capacity grows and their ability to detect
and react strengthens.

Shin and colleagues highlight how attitudinal
and behavioural reactions to change within an
organization can impact the success of change
both positively and negatively. For example, if
organizational changes are not framed in a positive
manner to the employees, productivity may suffer
due to their negative reactions to the organizational
change. Experience, routine, and self-esteem in the
workplace are barriers that individual employees
may face during change and may result in the
reluctance to change. New workplace regulations
and systems may negatively impact an employee
who has been doing the same work the same way
for several years, resulting in an increased workload
(as they will have to learn new processes), new
strategic goals to meet, and emotional turmoil.
Thus, the experiences of staff are also key to
building organizational and personal resiliency and
successful business transformation.

During times of change, more resilient
organizations can leverage resources to capitalize
on the change and build more resiliency. The
ability to include new developments and expand
capabilities within an organization is another sign
of strong resiliency. When addressed properly,
resiliency can be a mechanism that produces
a thriving environment for an organization;
rather than failing to adapt, the organization
views disruption as an opportunity to capitalize
on new and innovative ideas.34 In other words,
30
31
32
33
34

Sommer, Howell, and Hadley, “Keeping Positive and
Building Strength.”
Brief and Weiss, “Organizational Behavior.”
Burnard and Bhamra, “Organisational Resilience:
Development of a Conceptual Framework for
Organisational Responses.”
Burnard and Bhamra, 5590.
Lengnick-Hall, Beck, and Lengnick-Hall, “Developing a
Capacity for Organizational Resilience through Strategic
Human Resource Management.”

2.4 Staff Experiences,
Resiliency and Business
Transformation
In addition to these three organizational factors,
researchers highlight that it is employees who play
one of the biggest roles on the success or failure of
change.36

The experiences of staff are key to building
organizational and personal resiliency and
successful business transformation.
Research in the US highlighted that implementing
two key resources to employees can aid in the
success of organizational change and increase
the likelihood of organizational and individual
resiliency of its employees.37 First, they suggest
that organizational inducements, defined as value
outcomes, should be offered to employees who
contribute to the organization. These inducements
may come in varying forms, dependent on the type
of work, the type of job an individual has, and the
level of managerial support they receive. Secondly,
the researchers suggest that organizations who
35 Lengnick-Hall, Beck, and Lengnick-Hall.
36 Shin, Taylor, and Seo, “Resources for Change.”
37 Shin, Taylor, and Seo.
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Leadership is one of the key factors to successfully
navigating through disruptions and building resiliency
in an organization. Sommer and colleagues describe
that team leaders who can draw from emotional,
physical, cognitive, and social resources tend to have
the most success in promoting resiliency.30 Positivity
in leadership is one of the emotional resources
that not only boosts morale, but also increases the
likelihood of encouraging resiliency in changing
environments. By the same token, Breif and Weiss
suggest that the positive affect (positive emotions)
of team leaders and those around them, increase an
individual’s ability to react critically in situations that
require cognitive flexibility, resulting in higher levels of
resiliency.31

15
Between the growing demand for affordable housing,
increasing differentiation in resident needs and profiles,
and shrinking funding, the case study highlighted that
Isos Group acknowledged the ever-present challenges
within the sector and that facing these challenges
puts pressure on housing providers to develop a
more commercial mindset. The social and contractual
obligations of housing providers can create difficulties
in creating and maintaining healthy culture and change
management strategies. Isos Group was faced with this
issue in 2010 when they merged from three separate
companies into one.

There was a significant, positive relationship
between giving incentives and the employee
psychological make-up regarding organizational
change – indicating that employees who adapt to
change and who are rewarded for this adaptation
are more likely to experience a positive affect and
continue to practice resiliency. Furthermore, this
study illuminated the ways in which a manager
acknowledges the work of their employees during
change, as it can positively or negatively impact
work success.38

To support the success and long-term sustainability of
the merger, the case study highlighted that Isos Group
implemented several strategies relating to culture
and change management. First, they challenged old
assumptions and made it a priority to maintain a
clear vision and organizational values during the times
of change. Second, they focused on promoting and
rewarding the correct attitudes and actions of employees
regarding change acceptance. Last, they engaged
employees in the change process through including them
in discussions as well as listening and responding to all
questions or concerns. This created a two-way, feedbackoriented relationship that ensured each individual
employee was committed to the future vision.

As highlighted previously, resiliency is not an
inherent trait but can be taught, developed, and
built up. This study reinforces this and highlights
how organizations looking to go through
organizational change and business transformation
need to consider how to support resiliency at
both the organization and individual level, as both
impact each other and the likelihood of successful
business transformation.

Example: Supporting
resiliency through change
Isos Group, UK
From: Chartered Institute of Personnel and
Development. “Case Study – Isos Housing.”
London: Chartered Institute of Personnel
and Development (CIPD), October 2015.
https://www.cipd.co.uk/Images/bestgood-practice-hr-developing-principlesprofession_2015-case-study-isos-housing_
tcm18-8768.pdf.

The CIPD identified four key principles from this
example that guided the change in culture, beginning
with (1) balancing the respectful treatment of people
and getting work done; (2) involvement of staff in
decisions, and engaging them through the process; (3)
keeping the social purpose in mind, and reflecting that
value internally; and (4) aiming for long-term business
priorities.41

As this case study and the broader discussion
about resiliency illustrates, resiliency is not a standalone concept. For organizations to build personal
and organizational resiliency, they must also
pay attention to their organizational culture and
change management practices. Parsons notes that
organizational culture is one of the most significant
attributes in creating resiliency.42 This case study
also highlights the relevance of these concepts
for the housing sector as a way to support
sustainability and respond to the challenges
housing providers are facing.

The Chartered Institute of Personnel and Development
(CIPD) completed a case study of the Isos group in the
UK when they merged from three separate companies
into one in 2010.39
The Isos Group is a United Kingdom affordable housing
provider with a network of over 17,000 homes. Like
many housing providers in both Canada and the UK,
Isos Group “operates in the context of radical change
in the housing sector”.40
38
39
40

Shin, Taylor, and Seo.
Chartered Institute of Personnel and Development, “Case
Study – Isos Housing.”
Chartered Institute of Personnel and Development, 1.

41
42

Chartered Institute of Personnel and Development, 3.
Parsons, “Organisational Resilience.”
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are undergoing organization change, need to both
understand and help build individual resiliency, or
what they call “employee psychological resiliency.”
In their case study, the researchers found that
when resources were given to celebrate efforts
of personal resiliency made by employees,
organizational change was more likely to succeed.

3. Business
Transformation
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As part of a response to the shifting terrain of affordable housing,
researchers have documented moves in the business of affordable housing
in Canada and abroad.43 Across Canada, housing providers are looking
to innovative methods to increase sustainability and engage in business
transformation to meet these challenges and thrive, including moving
towards more financial, environmental, and social sustainability.44
These changes often represent business
transformation in the housing sector and for
housing providers, changes through which the
organizational and personal resiliency of housing
providers and staff need to be supported.
Understanding business transformation is
important when addressing change and can also
promote resiliency through change. Business
transformation frameworks and methods can help
an organization approach large-scale issues with
goals and processes in mind.
In this section, we first review the broader business
transformation literature, highlighting key aspects
that support successful business transformation
and organizational change. We then discuss some
of the key literature on business transformation
in the housing sector. We conclude this section by
providing an example of business transformation.

3.1 What is Business
Transformation?
Business transformation signifies the highest
degree of change that can occur within an
organization.
A common point of consensus among researchers
is that transformative initiatives involve significant,
large-scale changes that are planned and
strategic.45 Transformation represents fundamental
change within businesses, which spans beyond
specific business process improvements to
consider the entire organization.46
43
44

45
46

Milligan et al., “Developing the Scale and Capacity of
Australia’s Affordable Housing Industry.”
Housing Partnership Canada, “Skillsets and Core
Competencies to Facilitate Business Transformation in the
Non-Profit Community Housing Sector”; Housing Partnership
Canada, “Business Transformation: Promising Practices for
Social and Affordable Housing in Canada.”
Fernandez and Rainey, “Managing Successful
Organizational Change in the Public Sector”; Tate,
“Reinventing a Ministry.”
Kotter, “Leading Change”; Rouse, Enterprise Transformation.

In the context of this report, business
transformation is when an organization
significantly alters its operations to the extent
that there is a change in overall culture.
Rather than considering small, incremental
change, transformation concerns dramatic,
organizational shifts that significantly alter
operations. Since transformation affects every
area of an organization, it is often synchronous
with a change in culture. If a business’ culture does
not align with their desired direction, it may be
necessary to fundamentally change and embrace
a new culture that embodies the values needed
to move forward. In the context of this report,
business transformation is when an organization
significantly alters its operations to the extent that
there is a change in overall culture.
The literature outlines a variety of different
frameworks and strategies organizations can
follow and/or adapt when undertaking business
transformation (see the Appendix for more
information). While there is a diversity of methods,
some components are consistent across different
frameworks. These can be summarized into two
groups: leadership and vision for change.
Top-down leadership involvement and directionsetting is often cited as a necessary component
for transformation.47 Leadership is arguably the
“single most important factor in determining how
far the impact of a transformation program can
go.”48 In studying successful transformations,
Dichter and colleagues found that leadership
“made a concerted effort to clarify priorities,
create engagement, and signal commitment to

47

48

Allaoui, Bourgault, and Pellerin, “Business Transformation
Frameworks”; Fernandez and Rainey, “Managing
Successful Organizational Change in the Public Sector”;
Nightingale and Srinivasan, Beyond the Lean Revolution.
Williams and Sutherland, Understanding Patterns of
Enterprise Transformation.
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For business transformation to be successful,
leaders must also develop a vision for the future
state of the organization.51 Specifically, this vision
will guide where the organization wants to go.52
Whether it is labelled as a vision, mission, strategic
framework, or something else, this exercise and
resulting resources provide clear reasoning and
objectives for the change.53

Some researchers highlight business
transformation as distinct from organizational
transformation. For example, Williams and
Sutherland discuss five types of transformation,
including organizational and business
transformation, as shown in Figure 2 below.54 They
differentiate the two by labelling organizational
transformation as affecting how people are
organized around existing work and technological
structures, therefore having a lower impact overall.
Business transformation, however, is high impact
since it makes the entire organization adaptive to
different events.
While both the literature and practice highlight
several different frameworks for approaching
business transformation (see the Appendix
for a review of some of these frameworks),
there is a lack of evidence about the success
of these approaches. However, the literature

Figure 2. Types of transformation as described by Williams and Sutherland
Source: Williams, Helen, and Jeremy Sutherland. Understanding Patterns of Enterprise Transformation. Sebastopol, CA: O’Reilly Media, Inc., 2018.

TYPES OF TRANSFORMATIONS

BUSINESS
Higher Impact

Harder to See

Higher Value
Opportunity

& Measure

DIGITAL
DELIVERY
TECHNOLOGY

Lower Impact
Lower Value

ORGANIZATIONAL

& Measure

Opportunity

49
50
51
52
53

Dichter, Gagnon, and Alexander, “Leading Organizational
Transformations.”
Kotter, “Leading Change.”
Franklin, Managing Business Transformation.
Tate, “Reinventing a Ministry.”
Dichter, Gagnon, and Alexander, “Leading Organizational
Transformations.”

Easier to See

54

Williams and Sutherland, Understanding Patterns of
Enterprise Transformation.
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change in performance and behaviour.”49 It is
worth noting, however, that some researchers
contend that division managers/directors are key
leaders for transformations within a division. For
example, Kotter states, “if the renewal target is
the entire company, the CEO is key. If change is
needed in a division, the division general manager
is key.”50 This example suggests that leadership
for transformation can be localized. Still, most
resources consistently mention the need for topmanagement involvement in an organization’s
transformation efforts.
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1. Only in my backyard: attempting only local
projects without considering the impact across
the organization.
2. Activity: Feeling the need to “do something”;
measuring activity over progress.
3. Low-hanging fruit: concentrating efforts on the
easiest problems to address.
4. Pet project: Focusing on whatever the leader(s)
wants, whether it is the right thing to do/
addresses root issues.
5. New leadership: Following the new path of a
leader without regard for the organization’s
vision or direction.
6. Leaders who don’t lead: Delegating
transformation work to subordinates; leaders
not taking part in efforts.
7. Hire the transformers: Hiring outsiders to
develop and implement transformation, who
then leave behind no plan.
8. Flavour-of-the-month: Frequently shifting
between transformation effort methodologies.
One of the key takeaways from the list of failures
is the need to think across an organization
and ensure that the leadership is responsive,
adaptive, and purposeful. Developing successful
business transformation initiatives is supported
by leadership that is both dynamic and has a
clarity of purpose. This is important to highlight
as leadership is also a key factor in supporting
organizational and personal resiliency during
change.
While most literature on business transformation
focuses on the private and for-profit sector, there is
a smaller sub-section that focuses more specifically
on business transformation within the social and
not-for-profit sector. Models from the private sector
cannot necessarily be copied and applied exactly
to those in the public and not-for-profit sector;
instead, they must be adapted considering the
unique missions, institutions, and stakeholders
within this sector. At their core, for-profit
organizations are focused on profit maximization.
55

Nightingale and Srinivasan, Beyond the Lean Revolution.

In comparison, not-for-profits have an additional
focus: their social mission.56 For housing providers,
this mission relates to creating and operating
affordable housing to help low-income individuals
and families. While some housing providers are
increasingly looking towards profit for purpose
models as part of their transformation, is it done to
support their core mission of providing affordable
housing. In the next section, we review some of the
key business transformation literature focusing on
the housing sector specifically.

3.2 Business Transformation
and the Affordable Housing
Sector
While there is less research on resiliency in
the housing sector, there is a growing body of
literature that explores business transformation
and innovation in the housing sector. Whether it is
labelled as sector transformation, modernization,
renewal, change, adoption, or entrepreneurship,
there is significant research from Canadian and
international organizations that showcases
housing-specific business transformation strategies
and examples.57
In 2015, Housing Partnership Canada (HPC)
commissioned a study of business transformation
practices in the social and affordable housing
sector.58 Based on case studies, HPC highlighted
four types of business transformation strategies
being used in the affordable housing sector:
1. Cost efficiency and growth. Seven case studies
were categorized as using a cost efficiency
and growth strategy. Key words and phrases
identified by researchers include doing more
with less (lean) or doing more with the same
resources; enhanced economies of scale;
merging/ acquiring to grow; and adding internal
capacity. For example, the Affordable Housing
Society in B.C., who based their transformation
strategy on a strong track record in property
56
57

58

Housing Partnership Canada, “Skillsets and Core
Competencies to Facilitate Business Transformation in the
Non-Profit Community Housing Sector.”
Mullins, Czischke, and Bortel, “Exploring the Meaning of
Hybridity and Social Enterprise in Housing Organisations”;
Sacranie, “Hybridity Enacted in a Large English Housing
Association”; Milligan et al., “Developing the Scale and
Capacity of Australia’s Affordable Housing Industry”;
Pomeroy, “Discussion Paper: Envisioning a Modernized
Social and Affordable Housing Sector in Canada.”
Housing Partnership Canada, “Business Transformation:
Promising Practices for Social and Affordable Housing in
Canada.”
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does address transformation failures, with the
Enterprise Transformation Roadmap as one of
the more common resources on why business
transformation initiatives fail.55 In this resource,
they identify eight types and causes of
transformation failure:
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2. Levering core competencies. Those using this
strategy developed expertise in areas such
as project development, asset management,
property management, and ancillary head
office functions, selling these services and
generating new revenues or efficiencies
in their own organizations. Key words and
phrases include improving effectiveness;
absorb underperforming providers; continual
improvement; adopting private sector
techniques and disciplines; and using/selling
expertise in key areas to generate new
revenues.

As these two reports from HPC illustrate, human
resourcing is one of the key ways housing providers
implement the four main business transformation
strategies. This includes changing approaches to
staff recruitment, growing the range of expertise
of staff to include areas such as information
technology and social work, and strategic changes
in senior management. Thus, for business
transformation to be implemented, the resiliency of
staff and leadership must be developed in the face
of changes to operational and strategic direction.

Example: Business
Transformation
Passport Canada, Canada

3. Innovation and enterprise. Some housing
providers are engaging in new, innovative
activities that depart from traditional not-forprofit development and management. Key
words and phrases include expanding into
new activities; being adaptive/opportunistic/
innovative; entrepreneurship; self-sustainability;
expanding profitable business lines; embracing
technology; divesting assets; and optimizing
portfolios.

From: Graham, Andrew. “Passport Canada:
Organizational Transformation in the Face
of Policy and Demand Shifts.” Case Study.
IPAC/CPS Case Study Program. Institute of
Public Administration of Canada, 2012 2010.
https://www.ipac.ca/ItemDetail?iProductCod
e=449&Category=DIGITAL&WebsiteKey=85
8816d3-b17f-4d39-b926-f499484db52c.
The Institute of Public Administration of Canada (IPAC)
completed a case study of Passport Canada, a federal
department responsible for issuing passports and travel
documents, when the Western Hemisphere Travel
Initiative was introduced by the United States.61 The
Western Hemisphere Travel Initiative (WHTI) required
all travellers between Canada and the United States
to present approved travel documents, resulting in an
unexpected crisis – including a surge of applications,
processing delays, and increased wait times.

4. Enabling and facilitating. While found less
frequently compared to other strategies,
researchers noted a few examples in the case
studies of enabling and facilitating by housing
providers. Key words and phrases identified
include changing the policy environment;
influencing or revising the “rules of the game”;
transferring asset ownership to as well as
strengthening and supporting non-profits in
the community sector; and pushing/testing the
boundaries of policy.59

As a result, Passport Canada implemented a number
of organizational changes, both in response to the
immediate crisis and more long-term, strategic
changes. These included increasing capacity, updating
equipment, improving monitoring processes, and
improving strategic capacity through the creation of
two new business units focused on strategic initiatives.

This study was followed up in 2018 when HPC
released a study on the skill sets and competencies
needed to facilitate business transformation.60
In this study, they highlighted six sets of skills:
(1) Purposeful strategic planning; (2) New forms
of knowledge, skills and behaviours; (3) Risk
management skills; (4) Organizational adaptations
to governance; (5) Organizational structural
changes; and (6) Capacity resources required to
establish internal development functions and
expertise.
59
60

Housing Partnership Canada, 2015.
Housing Partnership Canada, “Skillsets and Core
Competencies to Facilitate Business Transformation in the
Non-Profit Community Housing Sector.”

In the IPAC case study on this event, the author
highlighted a number of lessons learned at Passport
Canada, including to focus on the mission, improving
analytics, and “structure to anticipate”, which all
highlight the importance of being change ready.
However, potentially most relevant to this research
was the lesson that “Cultural readiness trumps tactical
readiness”. As written in the case study:

61

Graham, “Passport Canada: Organizational Transformation
in the Face of Policy and Demand Shifts.”
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and asset management, increased their
portfolio by over 1,000 homes predominately
through acquiring assets from societies that
were underperforming.

21
responding poorly to a crisis even though it had all the
necessary experience, skills and innovative capacity to
respond effectively. The organization found itself unable
to marshal its own capacity because the internal
culture was highly segmented, working relationships
were not effective, information was of poor quality
and poorly used. This is all about having the right
organizational culture to effectively use its ideas and
resources. In classical organizational theory terms,
there was no resilience. This was also an organization
that would surely face crises from time to time. It was
not prepared. Senior managers have to focus on finding
the means to measure and assess resilience.”62

Thinking about this example and the discussion
about business transformation in relation to
the affordable housing sector, it is important
to understand the contextual factors which
impact the possibilities for, and challenges to
business transformation. Business transformation
practices and opportunities exist within the larger
environment and context which can have major
implications on the success of these initiatives.
The importance of considering these system
connections is similarly important for supporting
resiliency, both personal and organizational, which
is also impacted by the system they are a part of it.
However, more importantly, this case study
and the literature highlights that resiliency is
the key aspect to being able to respond to
changes and disruptions and implement business
transformation practices, both as a result of crises
and more strategically.

62

Graham, 9. emphasis added.
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“This is a case of an organization that found itself

4. Other Related
Concepts
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While the focus so far has been on personal and organizational resiliency
and business transformation, there are two other related concepts. The
first is organizational culture; the second is change management.
We’ve included these concepts because the
resiliency literature highlights that a strong,
positive organizational culture is a key component
to building resiliency. Because of the scope of
change that occurs in business transformation,
there is usually an ensuing change in organizational
culture. Additionally, the literature highlights that
intentional change management approaches
to business transformation that recognize
an organization’s unique culture are key to
transforming successfully.
Considering the connections between resiliency,
business transformation, organizational culture,
and change management, we discuss some of the
key literature related to organizational culture and
change management and provide examples. We
also specifically discuss organizational culture and
change management in the context of the social
and affordable housing sector.

“the basic pattern of shared beliefs, behaviours,
norms, values, and expectations acquired over a
long period of time.”66 Many authors conclude that
culture is intangible and often difficult to describe;
rather, it is something felt within an organization.67
The psychologist Vygotski refers to culture as the
glue that acts as a “link or transition between
individual and collective behaviour”.68 Continuing
with this idea, organizational culture is considered
by many to be “embodied in individuals, but shared
by the collective.”69 Strong, functional, productive
organizational culture requires commitment from
all individuals at all levels of an organization;
otherwise, a lack of cohesion will result in an
unstable, rigid work environment that is susceptible
to disruption.70 For this report, organizational
culture is understood as the shared values present
in an organization that guide operations and
practices.
In its most distilled form, organizational culture
is described as “how things are done” within
businesses; culture shapes behaviours and
determines how organizations will respond
to change

4.1 Organizational Culture
Organizational culture is a broad topic that applies to
all industries and companies in some capacity. In its
most distilled form, organizational culture is described
as “how things are done” within businesses; culture
shapes behaviours and determines how organizations
will respond to change.63
Both Smollan and Sayers and Lakos and Phipps
describe how culture represents a shared system of
meaning which varies between organizations and
often within them.64 Sub-cultures can exist within
larger companies where different departments
possess varying work environments.65 Most
commonly, organizational culture is defined as

No matter the discipline, understanding and
managing organizational culture is key in
promoting sustainable business operations.71
Schraeder and colleagues argue that
organizational culture is an important factor
of organizational effectiveness, and that there
is immense value in examining, understanding,
and monitoring culture. Additionally, they
conclude that culture serves as a force to
draw people together, creating a sense of
66
67

63
64
65

Smollan and Sayers, “Organizational Culture, Change and
Emotions.”
Smollan and Sayers; Lakos and Phipps, “Creating a Culture
of Assessment: A Catalyst for Organizational Change.”
Smollan and Sayers, “Organizational Culture, Change and
Emotions,” 436.

68
69
70
71

Harrington, Innovative Change Management (ICM):
Preparing Your Organization for the New Innovation
Culture, 177.
Ryan, “The Problematic Nature of Organization Culture and
a Changing Control Context”; Schraeder, Tears, and Jordan,
“Organizational Culture in Public Sector Organizations.”
Quoted in Carlstrome and Ekman, “Organisational Culture
and Change: Implementing Person-Centred Care,” 176.
Carlstrome and Ekman, 176.
Branson, “Achieving Organisational Change through Values
Alignment.”
Schraeder, Tears, and Jordan, “Organizational Culture in
Public Sector Organizations.”
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Other researchers critique the relationship between
organizational culture and change, arguing that
strong cultures can have the opposite effect on
an organization’s ability to accept change and
innovate.75 They claim that culture can sometimes
create rigidity within organizations, disallowing
them to adapt easily as changes occur.76
Considering the critiques to rigid culture, in addition
to having a strong and healthy work culture, the
type of culture also bears significant importance.
Strong cultures must also be flexible and welcoming
to change to support productive, sustainable results
within an organization. There are many types of
organizational culture; in their book, Diagnosing
and Changing Organizational Culture: Based on
the Competing Values Framework, Kim Cameron
and Robert Quinn bring forward four major culture
types and an assessment tool to determine
organizational culture.77

72
73
74
75

76
77

Schraeder, Tears, and Jordan.
O’Reilly, Chatman, and Caldwell, “People and Organizational
Culture”; Branson, “Achieving Organisational Change
through Values Alignment.”
Branson, “Achieving Organisational Change through Values
Alignment.”
Al-Ali et al., “Change Management Through Leadership:
The Mediating Role of Organizational Culture”; Jaskyte,
“Transformational Leadership, Organizational Culture, and
Innovativeness in Nonprofit Organizations.”
Nemeth and Staw, “The Tradeoffs of Social Control and
Innovation in Groups and Organizations.”
Cameron and Quinn, Diagnosing and Changing
Organizational Culture: Based on the Competing Values
Framework.

The four types of culture described in the book
are clan (collaborate), adhocracy (create), market
(compete), and hierarchy (control). Figure 3 (page
25) displays four quadrants that are based on
four axes: stability and control, external focus and
differentiation, flexibility and discretion, and internal
focus and integration. Within each quadrant,
Cameron and Quinn describe the orientation, leader
type, value drivers, and theory of effectiveness for
each type of culture.
Several other authors, including Al-Ali and
colleagues, echo Cameron and Quinn’s four types
of culture.78 Lakos and Phipps introduce another
type of culture – the culture of assessment – which
they describe as “an organizational environment
in which decisions are based on facts, research,
and analysis, and where services are planned and
delivered in ways that maximize positive outcomes
and impacts for customers and stakeholders”.79
The authors highlight that a culture of assessment
exists when staff are invested in what they produce
and how the result compares to the customers’
expectations.80 Although each type of culture
possesses a different orientation, they all have the
potential to contribute to a company’s success and
well-being.

78
79
80

Al-Ali et al., “Change Management Through Leadership:
The Mediating Role of Organizational Culture.”
Lakos and Phipps, “Creating a Culture of Assessment: A
Catalyst for Organizational Change,” 352.
Lakos and Phipps, “Creating a Culture of Assessment: A
Catalyst for Organizational Change.”
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cohesion; it can also work as an informal control
mechanism that helps define acceptable behaviour
within an organization. Organizations with strong,
healthy cultures enjoy distinct performance
advantages, mainly because of the impact culture
has on employees.72 Researchers also highlight a
positive relationship between organizational and
individual value alignment, including increased
job satisfaction, organizational commitment, and
more positive attitudes.73 Organizational culture
helps clarify how things should be approached and
accomplished, thus aiding employees with change
processes and unpredicted disruptions.74
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Source: Cameron, Kim S., and Robert E. Quinn. Diagnosing and Changing Organizational Culture: Based on the Competing Values Framework.
Ann Arbor: Jossey-Bass, 2011.

FLEXIBILITY & DISCRETION
Culture Types Clan

Culture Types Adhocracy

Collaborative

Orientation:

Creative

Leader Types:

Facilitator
Mentor
Team Builder

Leader Types:

Innovator
Entrepreneur
Visionary

Value Drivers:

Committment
Communication
Development

Value Drivers:

Innovative Outputs
Transformation
Agility

Theory of Effectiveness:
Human development and
participation produce
effectiveness.

Theory of Effectiveness:
Innovativeness, vision and
new resources produce
effectiveness

Culture Types Hierarchy

Culture Types Market

Orientation:

Controlling

Orientation:

Competing

Leader Type:

Coordinator
Monitor
Organizer

Leader Type:

Hard Driver
Competitor
Producer

Value Drivers:

Efficiency
Timelines
Consistency & Uniformity

Value Drivers:

Market Share
Goal Achievement
Profitability

Theory of Effectiveness:
Control and efficiency with
capable processes produce
effectiveness

EXTERNAL FOCUS & DIFFERENTIATION

INTERNAL FOCUS & INTEGRATION

Orientation:

Theory of Effectiveness:
Agressively competing and
customer focus produce
effectiveness

STABILITY & CONTROL

Example:
Organizational Culture

“is all about an entrepreneurial high-spiritedness and
a willingness to take risks, as well as a passionate
commitment to customers, colleagues, the company,
and the community.”82 Additionally, “the company
strengthens and transmits its culture by maintaining
transparency and open lines of communication.”83

The Home Depot

A significant aspect of The Home Depot’s culture is
their eight core values:

From: Epstein, Marc J, Adriana Rejc
Buhovac, and Kristi Yuthas. “Implementing
Sustainability: The Role of Leadership and
Organizational Culture.” Strategic Finance,
2010, 41–47.
In an article by Epstein and colleagues, they provide
insight to the elements that contribute to The Home
Depot’s culture and prosperity.81 Retail company, The
Home Depot, possesses one of the strongest, most
easily identifiable organizational cultures, which heavily
influences their success. Their organizational culture

81

Epstein, Buhovac, and Yuthas, “Implementing
Sustainability: The Role of Leadership and
Organizational Culture.”

82
83
84

1.

Taking care of people

2.

Giving back to our communities

3.

Doing the right thing

4.

Excellent customer service

5.

Creating shareholder feedback

6.

Building strong relationships

7.

Entrepreneurial spirit

8.

Respect for all people84

Epstein, Buhovac, and Yuthas, 45.
Epstein, Buhovac, and Yuthas, 45.
The Home Depot, “Values.”
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Figure 3: Visual representation of four types of organizational culture
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Beyond the specifics of The Home Depot’s culture,
another significant component is its connection to
sustainability. According to the researchers, “an
organizational culture supporting sustainability
decisions can inspire and motivate employees to
take sustainability obligations seriously.”86
Therefore, organizations “should communicate – and
overcommunicate – the importance of sustainability
and establish a culture of integrating sustainability
into day-to-day management decisions.”87 As a result,
the researchers argue that companies like the Home
Depot have remained consistently competitive and
well-regarded throughout decades of business.

As this discussion of organizational culture
illustrates, organizational culture is the binding
agent that contributes to how organizations and
individuals collectively address issues of change
or disruption through establishing common values
and practices. Organizational cultures can be more
amenable to change by familiarizing employees
with change and creating an environment that
promotes resiliency in the face of disruptions.

providing organizational tools that support the new
state of change.90 Overall, change management
can be defined as the discipline of strategically
approaching change initiatives that drive
organizational success.
Beyond the varied definitions, there are several
change management frameworks that share
common ideas and structures (for more details,
please see the Appendix). Most frameworks
attempt to guide organizations on a step-by-step
process that is typically linear, predictable, and
easily manageable.91 Although it is helpful to
follow a structured approach, change is not always
straightforward and therefore should be viewed as
an iterative process.
Understanding change management processes
allows businesses to continuously adapt when
confronted by internal and external conflicts.
Since change is ever-present in organizations, it is
essential that businesses can identify where they
need to be in the future, and how to manage the
changes required.92 Summarizing several other
change management researchers, By concludes
that “successful management of change is
accepted as a necessity to survive and succeed
in today’s highly competitive and continuously
evolving environment.”93

Example: change
management

4.2 Change Management
Organizational change management involves
the processes and strategies that businesses use
to approach change in the workplace. Prosci, a
company that provides change management
services, describes it as the “discipline that
guides how we prepare, equip, and support
individuals to successfully adopt change [and] drive
organizational success and outcomes.”88 Similarly,
Carter claims that change management involves
addressing the strategy, skills, and structures
within organizations.89

Brenex Mining
From: Deszca, Gene. “Organizational
Change Management: The ChangePath Model for Ensuring Organizational
Sustainability.” Case Study. Management
Accounting Guideline. Chartered
Professional Accountants Canada, 2020.
https://www.cpacanada.ca/en/
business-and-accounting-resources/
management-accounting/organizationalperformance-measurement/publications/
management-accounting-guidelines-mags/
change-management/organizationalchange-management/case-study.

In this context, strategy refers to identifying the
desired change; skills involve understanding
what capabilities are needed by the recipients of
change for it to succeed; and structures refers to
85
86
87
88
89

Epstein, Buhovac, and Yuthas, “Implementing
Sustainability: The Role of Leadership and Organizational
Culture.”
Epstein, Buhovac, and Yuthas, 47.
Epstein, Buhovac, and Yuthas, 47.
Prosci Inc., “What Is Change Management.”
Carter, “Successful Change Requires More Than Change
Management.”

90
91
92
93

Carter.
Graetz and Smith, “Managing Organizational Change: A
Philosophies of Change Approach.”
Burnes, Managing Change; By, “Organisational Change
Management.”
By, “Organisational Change Management,” 370.

CIVIDA / UNDERSTANDING RESILIENCY, BUSINESS TRANSFORMATION & THE CHANGING HOUSING SECTOR / December 2021

These values shape the decisions made by leaders and
staff at all levels, providing an overall, organizationwide framework. Of these, Epstein and colleagues
identified volunteerism as a critical building block of the
Home Depot’s corporate culture. Volunteerism provides
important opportunities for the organization to give
back to the community and strengthen their culture;
the researchers suggests that volunteering programs
promote employee commitment to the company vision
and values.85
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ongoing review and communication updates, creating
a feedback loop. Figure 4 shows this process, as well as
core activities that accompany each phase.
Upon completing these phases, BMI identified several
lessons, such as learning “to be flexible and adaptive,
while still being true to the vision for the change”
and remembering “that effective communication
requires careful listening as well as the sharing of your
perspectives, insights, and requirements with others.”96
In addition to the lessons learned from BMI’s change
process, Deszca97 included four key tips to consider
about change management:

To manage the change, BMI followed a four-phase
change-path model. In this model, the four phases
included: awakening, mobilization, acceleration, and
institutionalization.95 Throughout the phases there are

1.

When thinking about change, remember that it does
not occur in isolation.

Figure 4. The four-phase change-path model described by Deszca
Source: Deszca, Gene. “Organizational Change Management: The Change-Path Model for Ensuring Organizational Sustainability.” Guideline.
Management Accounting Guideline. Chartered Professional Accountants Canada, 2020. https://www.cpacanada.ca/en/business-and-accountingresources/management-accounting/organizational-performance-measurement/publications/management-accounting-guidelines-mags/changemanagement/organizational-change-management/guideline.

PHASES

ONGOING REVIEW & COMMUNICATION UPDATES: FEEDBACK LOOP

PHASE 1

PHASE 2

PHASE 3

PHASE 4

AWAKENING

MOBILIZATION

ACCELERATION

INSTITUTIONALIZATION

CORE ACTIVITIES

• Identify what needs
to change
• Articulate the gap
between the present
and the desired state
and make the case
for chage through the
vision for change
• Manage the
readiness for change
of key stakeholders
whose approval is
needed to proceed,
and gain their
approval

• Assess power and
influence and begin
building coalitions of
support

• Develop and deploy
your change teams
• Finalize and deploy
your communications
plan

• Assess formal and
informal systems and
processes

• Finalize and deploy
your implemention
plan and execute

• Rigorously assess
the organizations
readiness to change

• Manage the transition
• Celebrate key
milestones along the
change-path

• Confirm approval
to proceed and
communicate te need
for change and vision
for change broadly

95

Deszca, “Organizational Change Management: The
Change-Path Model for Ensuring Organizational
Sustainability,” 2020.
Deszca, 20.

• Ensure that other
existing structures,
systems and
processes are
brought in to
alignment with
the change
• Work to ensure
the change is fuy
adopted and ready
the organization for
future changes

• Develop a draft
implementation
plan and begin
implementation

94

• Develop and deploy
metrics that will
guide the process
from the awkening
phase through to
institutionalization
and aid in risk
management

96
97

Deszca, 22.
Deszca, “Organizational Change Management: The
Change-Path Model for Ensuring Organizational
Sustainability,” 2020.
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In a case study by Dr. Gene Deszca for the Chartered
Professional Accountants (CPA), they explored the
change management strategies that a well-established,
well-run, international mining firm enrolled when
acquiring a new mine and staff.94 The case study
covers the situation when in the winter of 2014, the
mining firm acquired a 40-year-old potash mine that
employs over 400 people. For confidentiality purposes,
the names of the operations were disguised as Brenex
Mining Inc (BMI) and Great West Potash (GWT), but the
change management processes and lessons learned
remain valuable.

28
Larger changes have their own cascading effects as
they manifest themselves in a variety of smaller change
initiatives in different parts of the organization.

3.

Change requires the engagement of others in the
organization.

4.

Change requires skills in energy generation and
management, from the awakening phase through
to institutionalization. Organizations can apply these
processes and learnings to achieve similarly successful
results when approaching change management.

In addition to the detailed case study, the researcher
produced a detailed guideline on managing
organizational change.98

The key takeaway from this discussion of change
management is the need to plan and integrate
change responses, to consider the context in
which change happens and who those changes
will impact, and to not underestimate the energy
required to manage and implement change. Given
the ever-changing affordable housing environment,
it is critical for organizations to possess proactive
change management strategies if they are to
remain competitive and in a desired state.99
Change management is especially relevant
within the affordable housing sector because
of the volatility of the sector. Housing providers
need to be prepared to change proactively or
as challenges occur that would otherwise
disrupt their business flow.

98
99

Deszca, “Organizational Change Management: The
Change-Path Model for Ensuring Organizational
Sustainability,” 2020.
Elrod and Tippett, “The ‘Death Valley’ of Change.”
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2.

5. Resiliency, Business
Transformation & the
Housing Sector
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From the literature, it is clear that these four concepts – resiliency, business
transformation, organizational culture, and change management – are
connected. Harrington insists that resiliency “is not a tool or methodology,
it’s an attitude, culture, the way we behave, our beliefs. Resiliency is not
learned or developed overnight – it is on an individual level.”100
He continues by highlighting that “the more
resilient [an] organization’s employees are, the
greater is its speed of change”.101 Teixeira and
Werther Jr. reinforce these conclusions by adding
that since organizational culture can change,
leaders can reshape the culture, leading to a
more resilient organization.102 Culture and change
management are often cited as key components
for evaluating resiliency. However, resiliency and
business transformation remain the two key
concepts, with organizational culture and change
management practices key enablers or barriers
to building resiliency and successful business
transformation.
Based on the literature, housing providers engaging
in business transformation should understand
resiliency as cyclical. We suggest the definition of
resiliency as:
An individual or organization’s capacity to adapt to change
and sustain operations. In the context of sectoral change and
business transformation, internal resiliency is a necessary
trait for housing providers to develop. As it is strengthened
and developed, businesses are more likely to succeed
through planned and unplanned disruptions or changes.

Housing providers in Canada who are facing
multiple changes and are engaged in significant
transformation must be able to clearly
articulate a vision or framework that resonates
with leaders and staff at all levels.
practices are key enablers or barriers to developing
resiliency through business transformation.
Housing providers in Canada who are facing
multiple changes and are engaged in significant
transformation must be able to clearly articulate
a vision or framework that resonates with leaders
and staff at all levels. These changes, as they
as occurring currently in Canada, also result in
significant organizational culture change – this
can range from role shift, to expanding scope of
work, to moving away from government funding.
Organizational culture has been argued as a key
tenet for change and potential attainment of
organizational objectives within the social/nonprofit sector.103 Although difficult to achieve, cultural
change is crucial to organizational resiliency,
especially so within the public and social/nonprofit sectors, because it fosters an environment
for innovations, collaborations between different
departments, and increases the likelihood of
responsiveness to the external environment (e.g.,
climate disasters, economic crises, pandemics).104

This definition embraces the importance of change
in the housing sector and is focused on business
transformation. The literature on resiliency is
abundant and this definition specific to the housing
sector narrows and focuses on what is relevant
based on type of work (non-profit/for purpose and
service-driven) as well as context (change). It also
highlights resiliency as developable skill and trait
rather than an inherent ability. As mentioned earlier,
organizational culture and change management

Adopting positive culture and change management
practices is central to creating sustainable,
resilient housing providers. Some suggest that
the affordable housing sector “can overcome [its]
challenges through increased awareness about the
issues and implementation of creative and

100 Harrington, Innovative Change Management (ICM):
Preparing Your Organization for the New Innovation
Culture, 206.
101 Harrington, 201.
102 Teixeira and Werther, “Resilience.”

103 Harrison and Baird, “The Organizational Culture of Public
Sector Organizations in Australia”; Mello and Stank,
“Linking Firm Culture and Orientation to Supply Chain
Success.”
104 Jaskyte, “Transformational Leadership, Organizational
Culture, and Innovativeness in Nonprofit Organizations.”
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Adopting positive culture and change
management practices is central to creating
sustainable, resilient housing providers.
This conceptualization of resiliency through
business transformation also highlights the nature
of resiliency as a cyclical and ongoing process.
Resiliency is needed to be able to withstand
organizational change. That is to say that at
every level of the organization, aspects of resilient
behaviours increase the likelihood of sustainability
and growth for organizations implementing business
transformation practices. For example, leaders
within an organization such as CEOs, directors, and/
or managers, are key to implementing structural
changes throughout an organization,109 but Sommer
and colleagues argue that having the title of a leader
is not enough to make these changes stick.110 As
demonstrated in the literature, positive leadership
styles that incorporate emotional, physical, cognitive,
and social resources increase levels of overall
resiliency within the organization. Thus, resiliency
can be considered a required capacity for successful
business transformation.

survive stressors such as economic downturns,
environmental disasters, global pandemics, and
changing political climates do so by adapting
and changing.111 These changes, planned or
unplanned and which may grow into total business
transformation strategies, are components of
organizational resiliency, which elicit individual/
employee resiliency. These changes (or business
transformation practices) increase the likelihood of
resiliency because it creates opportunities for the
actors to adapt and grow within the business.
These two processes – business transformation
and resiliency – seem to happen simultaneously
and therefore, depend on each other to create
sustainability and innovation within the social
and affordable housing sector. But in happening
simultaneously, it does not mean that they
happen spontaneously – but rather that resourced,
supported, and planned business transformation
can support resiliency while resources, support, and
planning help develop personal and organizational
resiliency. Organizational culture and change
management can further support this feedback
loop. This relationship between organizational
change and organizational and personal resiliency
is demonstrated in Figure 5 (page 32).

At the same time, the literature suggests
that change and transformation can increase
resiliency. Throughout the literature, especially
within resiliency-driven studies, well-executed
organizational changes were seen to produce
higher levels of resiliency. Organizations that
105 Wiebe, “Increasing Leadership Capacity in the Non-Profit
Housing Sector,” 2.
106 Harrison and Baird, “The Organizational Culture of Public
Sector Organizations in Australia.”
107 Harrison and Baird, 614.
108 Jaskyte, “Transformational Leadership, Organizational
Culture, and Innovativeness in Nonprofit Organizations,”
164.
109 Kotter, “Leading Change.”
110 Sommer, Howell, and Hadley, “Keeping Positive and
Building Strength.”

111 Parsons, “Organisational Resilience.”
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incremental change management”.105 Researchers
from Australia studying organizational culture in
highlight that culture has been central to the change
process and to the attainment of strategic objectives
in public sector organizations.106 Summarizing a
number of other researchers, Harrison and Baird
argue that understanding an organization’s culture
is crucial to “effecting (positively or negatively)
organizational change and promoting and
implementing organizational initiatives.”107 While
culture change can be challenging and complex, “by
developing cultures that foster innovation, non-profit
managers can help their organizations become
more responsive to the changes in the external
environment and become more effective.”108
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Based on this conceptualization, we suggest that to increase levels of both organizational and individual
resiliency, an organization needs to implement iterative, planned, and resourced change. In implementing
change and supporting organizational and personal resiliency at the same time, housing providers can
more successfully respond to the challenges in the sector and continue to operate into the future.
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Figure 5. Conceptualization of the relationship between resiliency, business transformation, change management
and organizational culture

6. Conclusion
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The Canadian affordable housing sector is experiencing a time of change
and is facing significant pressures, including rising demand, limited
supply of affordable housing, aging housing stock, changing funding
arrangements, retiring staff, and the need for modernization.
In response to these pressures, housing providers
are increasingly looking to business transformation
practices to continue to operate sustainably into
the future. When sectoral disruptions or changes
occur – whether planned (such as digitization) or
abrupt (such as the impacts of COVID-19) – an
organization’s ability to adapt is an expression of
their resiliency.
Overall, this research highlights that these
concepts of resiliency, business transformation,
organizational culture, and change management
can be useful to the social and affordable housing
sector in supporting organizations and staff
responses to some of the challenges the sector
is facing and support the sustainability of the
sector. While the focus of this report has been on
applying and relating these concepts to the social
and affordable housing sector, other public good
sectors that are also going through change may
benefit from this research.
In this report we have drawn on literature to
suggest that in order to manage business
transformation successfully, housing providers
must invest in and support resiliency. We have
defined “resiliency,” for the housing sector as the
ability of organizations to respond to the current
unpredictability of the housing sector and continue
operating for the benefit of their customers, clients
or tenants. Resiliency can be built up with training
and a reinforcing, positive organizational culture.
Additionally, business transformation and change
management strategies are useful in approaching
changes or disruptions proactively.

Overall, this research highlights that these
concepts of resiliency, business transformation,
organizational culture, and change
management can be useful to the social
and affordable housing sector in supporting
organizations and staff responses to some of
the challenges the sector is facing and support
the sustainability of the sector.
Resiliency is a teachable skill that is applied to
different scales, from organizations to individuals.
As it is strengthened and developed, housing
providers are more likely to succeed through
disruptions or changes, whether planned or
unplanned. The ability of housing providers and
staff to succeed though disruption and change is
vital so that the sector remains able to meet the
demands that they are facing and continue to
provide affordable homes to Canadians.
Our follow-up report to this review, Reflecting on
Resiliency and the Housing Sector: How and Why
to Measure and Develop Resiliency, describes
more specifically approaches to measuring
resiliency in the housing sector. It builds on the
concepts and theories here to suggest ways
that organizations can measure and build their
resiliency, including a case study on the impacts
of COVID-19 on developing resiliency. While this
report is the theory, Reflecting on Resiliency and
the Housing Sector, can be seen as the practice.
Together the two reports create a fulsome account
of why developing resiliency and understanding
business transformation are important and what
these concepts look like in application.
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7.1 Glossary
Business Transformation
Business transformations are significant, largescale change(s) that are planned and strategic.
Due to their large scope, a business transformation
impacts the entire organization and changes the
organization’s culture.

Change Management
Change management is the discipline of
strategically implementing changes to drive
organizational success.

Organization Culture
Organizational culture is comprised of the shared
values and practices present in an organization
that guide operations and practices.

Resiliency
Resiliency is an organization’s capacity to adapt to
change and sustain operations. Resiliency can be
present at the organizational and individual level.

Sustainability
Sustainability refers to an organization’s ability to
maintain delivery of its current operations without
compromising the delivery of future operation.

7.2 Business Transformation
Frameworks
Given that business transformation is a significant
endeavor, there are many approaches that
organizations can take to help succeed in
transforming. Although there are some consistent
components within the various transformation
frameworks, not all transformation models look
to achieve the same result. Each framework
offers different methods to approaching business
transformation. In this section, we provide a
brief overview of some of the more common
approaches to business transformation as an
example to housing providers.

7.2.1 Business Process
Reengineering (BPR)
The main driver of transformation in this model is
business processes.112 BPR is helpful in laying out
a specific transformation process for businesses to
follow that focuses on step-by-step interferences.
This framework is useful in its detailed progression
of stages and activities. Housing providers can
adopt this strategy to layout an organized process
of transformation.
Building from this, Kettinger et al. developed
a framework for reengineering called the BPR
Project Stage-Activity (S-A) framework.113 This
S-A framework was based on a BPR literature
review and survey of consultants working with
BPR methodologies. This framework is made up
of six stages and 21 activities. The six stages are:
envision, initiate, diagnose, redesign, reconstruct,
and evaluate.

112 Allaoui, Bourgault, and Pellerin, “Business Transformation
Frameworks.”
113 Kettinger, Teng, and Guha, “Business Process Change.”

CIVIDA / UNDERSTANDING RESILIENCY, BUSINESS TRANSFORMATION & THE CHANGING HOUSING SECTOR / December 2021

7 Appendices

37

Like all models, the BPR Projects S-A framework
is a model which can be adjusted. The authors
specify that the framework can be customized
based on four factors: the degree of radicalness of
change, the level of structure of the process, the
amount of customer focus, and the requirement of
IT enablement. For example, if radicalness is high,
change management and business planning is
more critical; if radicalness is low, activities based
on incremental improvements of existing processes
is key. While Allaoui et al. finds the framework
valuable due to its integration of academia and
practice, they criticize the model for its sequential
presentation of stages and activities, which can
limit business transformation initiatives.115

7.2.2 Lean Transformation Roadmap/
Enterprise Transformation
Where the BPR is designed as a series of
steps that organizations can follow, the
Lean Transformation Roadmap/Enterprise
Transformation framework instead highlights areas
for concentration. Central to lean transformation
is the focus on optimizing capability and utilization
of all people, a learning environment and ensuring
that relationships within an organization are based
on mutual trust and commitment. Nightingale and
Srinivasan116 argue that to transform, organizations

114 Kettinger, Teng, and Guha.
115 Allaoui, Bourgault, and Pellerin, “Business Transformation
Frameworks.”
116 Nightingale and Srinivasan, Beyond the Lean Revolution.

need to have a new mental model that is based on
seven principles of enterprise transformation:
1. Adopt a holistic approach to enterprise
transformation.
2. Secure leadership commitment to drive and
institutionalize enterprise behaviours.
3. Identify relevant stakeholders and determine
their value propositions.
4. Focus on enterprise effectiveness before
efficiency.
5. Address internal and external enterprise
interdependencies.
6. Ensure stability and flow within and across
the enterprise.
7. Emphasize organizational learning.
These seven principles were built on previous
structures and models including lean thinking, lean
enterprises, and the Toyota Production System
(TPS). In addition to the points above, the authors
also identified three cycles of the enterprise
transformation roadmap – strategic, planning,
and execution.117 There are similarities between
these principles and the steps involved with the
BPR-SA process highlighted above, including the
need for management support. However, the lean
transformation roadmap is less of a step-by-step
process, and more so a series of areas to develop
which are not necessarily sequential. Additionally,
this framework centres the need for lean practices.
These areas are still useful to consider as housing
providers since they can help improve the success
of transformation in an organization.

7.2.3 Five Ways to Transform a Business
In the article “Five Ways to Transform a Business”,
Bjelland and Chapman Wood outline five approaches
to business transformation.118 These processes
provide for another example of how housing
providers can proceed with transformation initiatives.
We briefly describe the five approaches below.

Holism
The first process, holism, begins with the
identification of a crisis, which unfreezes the
organization. Top leaders develop and agree to a
blueprint of the future, which is then communicated
117 Nightingale and Srinivasan.
118 Bjelland and Chapman Wood, “Five Ways to Transform a
Business.”
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The first stage, envision, involves a BPR leader
generating support amongst top management. A
task force may also be authorized. In the second
stage, a reengineering project team is assigned,
performance goals are set, and stakeholders and
employees are notified. A business case may also
be developed which could include benchmarking,
the identification of customer needs, and a
cost-benefit analysis. The third stage, diagnose,
includes the documentation of current processes
and subprocesses. A new process, or several
processes are developed in redesign, the fourth
stage. Kettinger et al. outline how the redesign
result must meet strategic objectives laid out in
previous stages.114 Reconstruct, the fifth stage,
involves the smooth migration to new processes,
responsibilities, and roles. Finally, monitoring of
new processes to ensure goals are met occurs
in the evaluate stage. The authors conclude
that consultants are using and applying over 70
different techniques to their transformation, which
they mapped into each stage and activity of BPR.
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Ambidextrous
This process allows an organization to engage
in large-scale innovation by creating separate
business units, while also maintaining and
capitalizing on an established business activity.
However, this approach requires senior leaders
with a vision for what the innovative units can
accomplish, and the resources to guide them;
otherwise, the established business will gain a
greater share of the organization’s resources over
the innovative unit.

Acquisition/restructuring
This process involves buying new elements or
separating existing elements into new businesses.
While the authors argue this approach is more
prone to fail, carefully managed acquisitions may
be the fastest and, potentially the only way, to
achieve transformation for some organizations.

Good to great
The fourth process, good to great, is based on
the theory presented by Jim Collins. In this model,
transformation does not begin with a crisis but
instead with leaders who believe the organization
could be more than ordinary. The second unique
component of this model is that initially, leaders
re-work their teams – they do not take the usual
first step of developing a clear vision of what they
want to accomplish near the beginning of their
transformation. In other words, the strategy is based
on first who – then what. The authors point out that
the model is particularly weak for faster companies
and organizations that have imminent crises.

Improvisational
The final process, improvisational transformation,
is based on an improvisational approach after a
crisis at the organization.
To help leaders select the right approach to
transformation, the researchers also provide
a flow chart demonstrated in Figure 6 below.

Figure 6. Selecting the right transformation approach
Source: Bjelland, Osvald M., and Robert Chapman Wood. “Five Ways to Transform a Business.” Strategy & Leadership 36, no. 3 (January 1, 2008): 4–14.
https://doi.org/10.1108/10878570810870730.

WHAT KIND OF TRANSFORMATION DO YOU NEED?
The first question: Can you define the change you are seeking?
If you can
define the
desired
change...

Ask: Can you buy the competences you need?
If you can buy the
competences...

Consider transformation through acquisition.
(Haspeslagh & Jemison, 1991)

If you won’t buy the
competences...

Ask: Must the whole organization be transformed, or will a core continue to
exploit the old ways?
If the whole is to be
transformed...

If a core will pursue old ways...

Use standard change
models, practicing holism
(Kotter, 1996; Nadler, 1998)

If you cannot
define the
desired
change
clearly...

Use the ambidextrous from, creating
different kinds of units for different jobs
(O’Reilly & Tushman, 2004)

Ask: Should you pursue a new but stable positioning or a capability for continuing strategic
revolution?
If you seek a new, stable position...

If you need continuing revolution...

Follow Collins’ Good to Great process
(Collins, 2001)

Pursue improvisational transformation: Improvise,
then learn from what works
(Wood, 2007)
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by leaders. The blueprint is implemented and
institutionalized (previously called refreezing) by
reorientation and rewarding behaviours consistent
with the blueprint. Specifically, leaders must
manage the change to ensure that it is supported.
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3. Real change happens at the bottom.

As with the business transformation literature and
discipline, there are several change management
frameworks and philosophies that organizations
can use to support change processes. Kurt
Lewin, also known as the grandfather of change
management, created one of the first strategies in
the 1950s known as unfreeze, change, freeze.119 In
essence, this strategy seems to approach change
as a linear process. From this benchmark, there
have been several similarly structured change
strategies that Lewin has influenced, including
Carter’s seven phases to achieving change.
Carter’s seven phases highlight the importance of
planning and preparation.120 The seven phases are:

5. Create ownership, not just buy-in.

1. Set up for success
2. Create urgency
3. Shape future
4. Implement
5. Support shift
6. Sustain momentum
7. Stabilize environment
The significance of this strategy is its progression
through the various stages and focus on how to
implement and sustain change into the future.
The phases begin with setting up for success and
creating an urgency for change; in other words,
gathering commitment from employees behind
the reason for changing. Upon implementing the
change, organizations are advised to support any
shifts that occurred, including business processes
and employee roles. Last, there is a need to
stabilize the working environment as the new
normal is established.
Another notable framework is from the company
Strategy&, who developed a top ten list of guiding
principles for transformational change.121 They are:

4. Confront reality, demonstrate faith, and
craft a vision.

6. Practice targeted over-communication.
7. Explicitly address culture and attack the
cultural center.
8. Assess the cultural landscape early.
9. Prepare for the unexpected
10. Speak to the individual as well as to
the institution.
Other authors such as Ionescu and colleagues
and Aguirre and Alpern support these principles as
appropriate, helpful guidelines when approaching
change management.122 Rather than a process,
these ideas are intended to inform organizations
about areas to focus on when implementing
change initiatives. These principles could be paired
with a change management process approach to
support an organizational change.
Distinct from the strategies developed by scholars,
there are several traditional, commercialized models
that are often offered by change management
consultants. Some of the most popular include the
ADKAR Model (Awareness, Desire, Knowledge,
Ability, Reinforcement), McKinsey’s 7-S Model
(Shared values – structure, systems, style, staff,
skills, strategy), and Satir Model (late status quo,
resistance, chaos, integration, new status quo).123
Often, these step-by-step models are critiqued
for viewing change as a linear, predictable, easily
manageable process that is simple to complete.124
However, organizations can have success with these
models, given they remain flexible and patient as
the change process occurs.

1. Address the human side of change
systematically.
2. Change starts at the top and begins on day one.

119 Cummings, Bridgman, and Brown, “Unfreezing Change as
Three Steps: Rethinking Kurt Lewin’s Legacy for Change
Management.”
120 Carter, “Successful Change Requires More Than Change
Management.”
121 Strategy& (formerly Booz & Company), “Ten Guiding
Principles of Change Management.”

122 Ionescu et al., “Principles of Change Management”;
Aguirre and Alpern, “10 Guiding Principles for Leading
Change Management.”
123 Smith, “6 of the Best Change Management Frameworks.”
124 Graetz and Smith, “Managing Organizational Change: A
Philosophies of Change Approach.”
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