
 

 

 

The Change Story 

The Change Story is a simple and effective reference tool for communicating information to stakeholders. 
You can use it to gather all the relevant information about an organizational change in one spot. Ideally, a 
team works together to answer all the questions on the next page. That way the whole team has an 
opportunity to clarify any important questions they have. And, through the process they create a common 
understanding of the change ahead. 

Other benefits: 

● It helps the team communicate consistently with stakeholders. 

● It’s a handy tool to keep with you and refer to when communicating with stakeholders. 

● The team can revisit and update the story as implementation of the change progresses and new 
decisions are made. 
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[initiative name] Change Story 

 

What  Why  Benefits  How  When  Now What 

What is 
changing? What 
are we doing? 
What are the 
facts? What 
don’t we know 
yet? 

Why are we 
doing this? 
What isn’t 
working today? 
What’s the 
opportunity? 

What benefits 
do stakeholders 
get if we do this 
and do it right? 

How will this 
happen? Are 
there different 
phases? How 
will we interact 
with our 
stakeholders? 

When are the 
key decisions or 
milestones for 
this change? Is 
there a 
timeframe? 

What will 
happen next? 
What will 
stakeholders 
notice? How will 
we keep them 
informed? 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

         

 
Tips! 

● One of the best ways to start using this tool is by filling it out together as a team, preferably in a 
team gathering with someone leading the discussion and capturing what’s said in this document so 
that everyone can see it being updated live. Going through this process together helps everyone 
clarify and internalize the important aspects of the change. 

● Keep it with you as a reference for communicating with stakeholders. Note questions you get that 
you haven't answered here and share them with other team members. 

● Plan to revisit and revise the story periodically because things will change and you’ll learn more as 
the change progresses. 
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Final thoughts to 
contemplate: 
● What are some potential positives 

for everyone involved if the change 

goes really well? 

● What would happen if the change 

were handed poorly? 

● Is there anything your stakeholders 

need to know right away about the 

change? 

● Who are your likely advocates? 

● How can they help you keep 

stakeholders feeling included and 

informed? 

● What are some old stories related 

to the change that need to be 

addressed or reframed because 

they no longer serve the 

organization well? 
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