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Measuring change initiatives: 
 

The old saying: What get measured gets done is still relevant. At least we can say it is a 

necessary but not sufficient part of change success. 

Measurement of change initiatives should be based on: 

• Content:   what we are trying to change 

• Communication:  how clear the change is understood and co-created 

• Change readiness:  will the organisation change? 

• Engagement:  do people engage & own the process? 

• Progress:   what we actually achieve & get done 

Measuring change is a communication process in itself, and in that sense both an 

educational opportunity and a dialogue opportunity.  

We measure to understand and give us data for making adjustments. Visible action is an 

essential part of measurement. 

Content & Progress 
What we are trying to change and achieve should be clearly defined and progress 

measured. 

Measuring change should be adapted to where we are in the transformation process: 

mainly educational and inspirational in the beginning. In addition we recommend 

continuous measuring change readiness. 

As change is implemented the measurement is more targeted on achievements. 

Communication 
Communication is an essential and often problematic part of change processes. 

Communication breakdown is a classic challenge, partly due to traditional lines are no 

longer there or in transition, partly because there is confusion what to communicate; and 

finally: quite often we see that internal communication was never strong in the first 

place. 

Measurement here could be focused on “do people get it”: are messages understood. And 

also, if it makes sense and creates engagement & energy.  

Communication should speak to both minds and hearts! And communication should 

create dialogue: talking more than telling. 

Change readiness 
We use Change readiness as proposed by Armenakis & Harris1. They described 5 success 

criteria for change, and a few basic questions tapping the organisation’s change 

readiness. 

Discrepancy:   How necessary is this change initiative? 

Efficacy:  How realistic is it that we can implement this change successfully? 

                                           
1 Armenakis & Harris, Crafting a change message to create transformational readiness, Journal of Organizational 

Change Management 5(2):169-183 · April 2002 

https://www.researchgate.net/journal/0953-4814_Journal_of_Organizational_Change_Management
https://www.researchgate.net/journal/0953-4814_Journal_of_Organizational_Change_Management
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Appropriateness:  Is this the change required? 

Principal Support:  How committed to this change do we believe leaders and senior 

managers are? 

Personal valence:  How beneficial do each of us believe this change is to us? 

Measuring Change readiness should be ongoing during the process in order to take the 

pulse on the organisation and adjust the process. 

Engagement 
The Change Readiness score will give us a very good basis for estimating engagement.  

Many organisations have Engagement surveys already which can be a pre- and post 

measurement of change initiatives.  

In addition we can add questions measuring engagement directly in the pulse surveys. 

Measurement Methods 

KPIs 
Most organisations would define KPIs that they follow up and measure. Not all include 

people engagement or transition/change KPIs which we strongly recommend. The latter 

are normally more leading indicators (e.g. people engagement) and say something about 

likelihood of succeeding going forward; rather than lagging or backwards looking (e.g. 

how much money have we made). 

Conversational 
Nothing can replace ongoing conversation. Make sure the change process is part of 

meeting agendas and use methods for evaluating progress, reactions to what is done and 

again: to elicit dialogue. People need to co-create the future state. We can define it as 

clearly as we can, but it has to be filled with purpose and meaning by people. 

Initiative measurement 
This is more a “do they like it” and should be part of any initiative: e.g. town hall 

meetings, change training programmes etc. 

Pulse checks 
This is a method that combines communication and dialogue with measurement. 

People are asked regularly (cycle depends on length of change) about understanding and 

engagement; and also asked for corrective feedback 

A pulse check should be short (as in the name) with max 10 questions or less. It should 

be easy for people to engage in (using modern tech.). It should communicate clearly and 

measure content & progress as mentioned above It should also take the pulse on change 

readiness. 

Focus groups 
Focus groups are smaller groups that are a representative slice of the organisation and 

used as a listening post & sounding board. These can be combined with pulse checks 

above. After a pulse check we verify the meaning of the results with the focus group. 

Recommendation 
We strongly recommend; in addition to constant KPI updates and conversational 

meetings as part of daily operation to include regular Pulse Checks that communicate and 
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educate, measure status of what we have done and achieved and importantly: measure 

Change Readiness to get a pulse on the organisation. 

Combine this with a sensemaking community, e.g. focus groups or use existing 

cooperation bodies like unions or staff councils. The purpose is to make sense out of 

data, again create dialogue and transform them into actionable next steps. 

 

PeoplewithE can design a change measurement process with you, and can also manage 

the measurement and the needed change implementation adjustments with you during 

the change process. 

 

 

PeoplewithE AS is a consultancy company with the purpose: Inspiring Leadership and 

Change. Our vision is to be M.A.D.: making a difference by helping you define what 

success look like and helping you achieve it. 


