
CHANGE  
MANAGEMENT

WORKPLACE

Organizational change consultants, 
specializing in workplace change



O U R  E X P E R T I S E

CBRE’s Workplace practice focuses on improving the workplace 
experience and building greater organizational effectiveness. We take 
a multi-faceted approach to manage transition and sustain adoption, 
while minimizing disruption to business and for employees.

• How do I build the business case for the new way of 
working? 

• How do I invest in our employee lifecycle to maximize the 
new employee experience? 

• How do I account for continuous improvement, post-change 
or post-move? 

Experienced in supporting changes ranging from broad 
organizational and cultural shifts, new workplace strategy 
implementations and office relocations, we help companies 
address the questions that are top of mind: 
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O U R  P H I L O S O P H Y

Culture is the context of behavior; it’s 
what is valued, how work gets done, 
and why. We start here, by using a data-
driven approach to understand your 
organizational adaptiveness and resilience 
in the context of change.

Change is most impactful when it is inclusive. 
We believe active engagement with an 
empowered and committed change network 
of key stakeholders helps foster transparency, 
amplify adoption and cover our blindside.

In the absence of information, people 
fill the void with rumors. Define your key 
messages and answers to potential FAQs 
well in advance and insist on consistency. For 
undecided factors or areas that are too early 
to communicate, address when you expect to 
be able to share more information. 

LEAD WITH CULTURE

BE INCLUSIVE + OWN IT

BUILD TRUST 

Organizational change does not happen 
through communication alone. We believe 
sustained adoption starts unwavering 
leadership and deepens through authentic 
experiences, coaching, and action-based 
learning. Effective change management must 
capture the hearts and minds of everyone 
involved, strengthening the collective change 
muscle of the organization.  

APPROACH CHANGE AS A JOURNEY 



DISCOVERY STRATEGY ADOPTION SUSTAINMENT
04030201

 – Change Readiness  
& Culture Assessment

 – Employee Pulse-Check 
Survey

 – Change Impact &  
Planning Workshop

*Sample Change Activities and Outputs

Change Roadmap:

 – Implementation Plan

 – Communication 
Strategy

 – Key Messaging

 – Program Integration

 – Timing & Key Milestones

 – Intranet Site Build-Out

Education, Coaching  
& Training:

 – Leading Change Training

 – Change Champion 
Workshops

 – Manager & Employee 
Development Series

 – Communication Tools  
& Advisory

Immersive Experiences:

 – Purging & Digitization

 – 3D immersive experiences

 – Pre-Move Tours/Visits

 – Post Change Survey

 – 90 Day Manager & 
Administration Support

 – Onboarding, 
Operations, Experience, 
Alignment 

 – Live & Learn (30, 60,  
90 Day Feedback with  
Change Network) 

 – Change Playbook

 – Final Gate Check &  
Place of Employment 
Report
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O U R  P R O C E S S

We customize our change process 
to meet the unique needs of your 
organization.

To be most effective in managing 
change, it’s essential to develop 
relationships and establish trust with 
those you are asking to adopt change.

We align our services to our client’s 
needs and budget, customizing our 
activities and deliverables to meet 
your specific requirements. The 
following is our typical approach:
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Change is constant, and the pace of workplace 
change is increasing. To jumpstart your 
change journey and guide the development of 
your change strategy, we’ve made some of our 
sample tools available to you here. 

CBRE’s Workplace Change Managers will work 
with you to align on the right level of support on 
the project, program, local or global level.
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COMMUNICATIONS PLAN OVERVIEW

WHY 
One of the most critical components in bringing your people back into the 
workplace is to build trust and confidence that they can do so comfortably.

A thoughtful communication plan allows organizations to strategically package key 
information as well as provide a mechanism to coordinate timing, audience, 
channel and ownership of each communication.

OBJECTIVES
• Build awareness broadly across the organization

• Evolve FAQs to provide top of mind information 

• Ensure transparency around decisions that have been made and the reasoning 
behind each

APPROACH + CADENCE
The information will need to be shared on all available channels with an initial town 
hall or series of virtual meetings to kick-off the campaign and share the scope and 
depth of the changes.

These initial sessions should be backed up by regular written comms, visual signage 
in the workplace, a dedicated online resource with all the available information and 
a specialized ‘taskforce’ of employees who will be the subject matter experts of these 
changes (e.g. People Managers).
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WHY
Having decided upon an occupancy plan, social distancing measures or protocols 

and agreeing on any related changes to the physical space, your staff now need to 

be brought up to speed on what decisions have been made, how they were made 

and how it will impact them.

OBJECTIVES
• Give staff confidence that they can return to a well-prepared environment.

• Provide a single source for abbreviated information (i.e. key messaging, 

FAQs, technology tips, wayfinding, space configurations, etc.)

• Educate staff on changes to environment, policy and ways of working and 

where to find more information

APPROACH + CADENCE
The information will need to be shared in preparation for re-entry as well as on day 

one in the office space. Consider sharing this document with People Managers in 

advance so that they can socialize with their teams and make edits specific to their 

group’s requirements, location, seating arrangements, etc.

WELCOME BACK CAMPAIGN
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WHY
Successful change is reinforced through daily norms, policies and practices while enhancing the 
organization’s culture and morale. Working through various scenarios with leaders and 
employees not only helps prepare them for change, but it’s an opportunity to be authentic and 
intentional about living your values.

OBJECTIVES
• Align on culture guideline objectives and use cases with People Managers and Culture 

Stewards*.

• Work in collaboration with the Change Network to scale out trainings.

• Share thought starters and best practice recommendations for different working styles, policies 
and culture guidelines before asking for feedback.

APPROACH + CADENCE
Check in with leadership to establish parameters around what can be democratically decided by 
the Change Network vs. what is pre-determined. Consider having an HR and Comms partner join 
these workshops and sign off on a draft to share broadly.

Use baseline guidelines as a foundation, collaborate and iterate the guidelines with the Change 
Network in order to make sure the guidelines represent your organization’s values and address 
unspoken rules.

We recommend using 1:1’s and regular team meetings to do a pulse check with employees and 
leaders on successes and challenges to help inform what changes are more urgent. Typically, it 
can take up to 90 days for people to acclimate to new behaviors.

CULTURE GUIDELINES OVERVIEW
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WHY
Change is particularly impactful at the team level; People Managers can influence 
their team’s behavior, habits and outcomes. Collectively, this can translate to 
greater Organizational Effectiveness. Engage Managers early on and frequently.

OBJECTIVES
• Align on training objectives, key messaging and FAQs

• Provide best practice recommendations for managing teams
• Share training templates to implement with teams

• Teach feedback methods to check in with, and empower employees

• Sustain new behaviors and habits at the team level

APPROACH + CADENCE
Partner with People Managers regularly, as soon as you have Leadership 
Alignment on approach. Sustain engagement on an ongoing basis through Re-
Entry and up to at least 90 days post reentry with a 6-month post Re-Entry check 
in and feedback session.

Establish a primary topic for each meeting but leave room for flexibility in 
approach and be willing to pivot democratically. Manage time effectively by 
segmenting your approach. Summarize each discussion in detail in order to 
create collateral for future implementations.

MANAGER SERIES OVERVIEW
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WHY
Change is easier for employees to accept when the approach is inclusive. Active 
engagement with employees helps foster trust, transparency, and willingness to try 
new things. Coffee Q+As* provide opportunities for authentic feedback, empower 
teams with the freedom to prioritize the agenda, and gives Managers top of mind 
information to inform messaging and alignment.

OBJECTIVES
• Use the tool with any audience, including executives, to collect top of mind 

concerns, priorities and action items

• Teach method to Managers during the Manager Series and set expectations to 
use the tool regularly with their team and report back

• Use the information gathered in Coffee Q+As to evolve the FAQs and Key 
Messaging

APPROACH + CADENCE
• Decide if you are hosting this in person or virtually…

• In person: Create a Kanban board on a whiteboard or large paper

• Virtually: Create a Kanban board on a virtual platform e.g. Miro
• Facilitate the discussion as needed, but avoid dominating the conversation; 

allow the group to begin problem solving together as you capture notes

• Confirm deadlines and follow up with action items 

*Source: Coffee Q&A is our spin on a feedback and change methodology, called “Agile Lean Coffee”

Created by Jim Benson and Jeremy Lightsmith, more information as well as tutorials can be accessed online.

COFFEE Q&A OVERVIEW

CULTURE & GUIDELINES MANAGER SERIES COFFEE Q&A SESSION

COMMUNICATIONS 
PLAN

WELCOME BACK  
CAMPAIGN
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BUILD THE CASE FOR CHANGE
Assess your organization’s culture, vision, values, workflow and gaps. Align 
on the purpose for the change, the data that supports why it should occur, 
the impact it will have on stakeholders and employees, as well as opportunities 
and risks.

CREATE OWNERSHIP
Engage Leadership, Key Stakeholders and your Change Network 
(see next page for details) to:

- Ensure ongoing project awareness of risks and opportunities

- Align on the case for change, the change approach, 
communications, trainings, roles and responsibilities.

- Encourage active partnership in change activities, not just buy 
in for the change.

MIND THE GAP
In the absence of information, people fill the void with rumors. Define your key 
messages and answers to potential FAQs well in advance. Acknowledge rumors 
head on and be transparent. For undecided factors or areas that are too early to 
communicate, address when you expect to be able to share more information.

INITIATE THOUGHTFUL TIMING
Engage too early and you risk change fatigue, engage too late and you risk 
losing credibility and trust. Build a roadmap and communication strategy to 
organize key moments of engagement that build: Awareness, Desire, Knowledge, 
Ability and Reinforcement (ADKAR methodology).

CHANGE CHECKLIST
CHANGE MANAGEMENT DELIVERABLES

BE INCLUSIVE
Create feedback loops and encourage two-way transparency. Asking employees 
for their opinions does not commit you to executing on their wishes, but it does 
allow you to understand their point of view. This allows you to better make the 
rational and emotional case for change and enable adoption.

MANAGE RESISTANCE
All change is initially met with resistance. This does not mean the initiative is 
destined for failure.  Educate leaders, key stakeholders and your Change 
Network on the change curve so they are prepared to hold the line when 
resistance is encountered.

OPERATIONALIZE ADOPTION
Ensure you have a plan for how to sustain the change beyond the 90 day 
“post-implementation” milestone.  Change is ongoing and some level of 
“maintenance“ is required in order to sustain it. 

CHANGE CHECKLIST
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CHANGE CURVE
CHANGE MANAGEMENT DELIVERABLES

People tend to be creatures of habit, regardless the nature of the change, most people will experience some 
level of resistance or uncertainty throughout the transition. Unwavering self leadership builds organizational 
resilience to deal with any change the organization may face.

SURPRISE
SHOCK OR HAPPINESS

DENIAL
COGNITIVE BIAS OR 

RESISTANCE
UNCERTAINTY
ANXIETY OR FEAR

HOPE
RECEPTIVE

ACCEPTANCE
ENGAGED & PRACTICING 

NEW BEHAVIORS

ADOPTION
THRIVING IN NEW WAY

OF WORKING

FRUSTRATION
PESSIMISM OR ANGER

TIME
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PRODUCTIVITY BASELINE

LEADERSHIP & 
STAKEHOLDER 
ENGAGEMENT

CHANGE CURVE
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KEY CHANGE ACTIVITIES

CULTURE GUIDELINES

WHY

Successful change is reinforced through daily norms, 

policies and practices while enhancing the 
organization’s culture and morale. Working through 
scenarios with leaders and employees not only helps 

prepare them for change, but it’s an opportunity to 
be authentic and intentional about living your values.

CHANGE MANAGEMENT DELIVERABLES

MANAGER SERIES

WHY

Change is particularly impactful at the team 

level; people managers can influence their 
team’s behavior, habits and outcomes. 
Collectively, this can translate to greater 

organizational effectiveness. Engage 
managers early on and frequently.

LEAN COFFEE Q&A

WHY

Change is easier for employees to accept when 

the approach is inclusive. Active engagement with 
employees helps foster trust, transparency, and 
willingness to try new things. Coffee Q+A is an 

agile methodology tool that empower teams with 
the freedom to prioritize the agenda.

OBJECTIVES

Align on guideline objectives and use cases.

Work with the Change Network to share 
trainings.

Share thought starters and best practice 
recommendations for different working styles, 
policies and culture guidelines before asking 
for feedback.

OBJECTIVES

Align on objectives, key messaging and FAQs

Provide recommendations for managing 
teams

Share trainings to implement with teams

Teach the Lean Coffee Q&A tool

Sustain new behaviors at the team level

OBJECTIVES

Use the tool with any audience to collect top 
of mind concerns, priorities and action items

Teach method to managers and set 

expectations to use the tool regularly with 
their team and report back

Use the information gathered in Coffee 
Q+As to evolve the FAQs and Key Messaging

KEY ACTIVITIES
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CHANGE GOVERNANCE

KEY 
STAKEHOLDERS

CHANGE 
NETWORK

EXECUTIVE 
LEADERSHIP

BUSINESS 
PARTNERS 

SUBJECT 
MATTER EXPERTS 

PEOPLE 
MANAGERS

CULTURE
STEWARDS 

ADMINISTRATORSCORE 
PROJECT TEAM

CHANGE MANAGEMENT DELIVERABLES

Adoption does not happen through communication alone – it requires participation 
not just buy in. We engage a network of change across leadership and stakeholders 
so that employees feel supported from multiple perspectives.

CHANGE GOVERNANCE

DO
W

N
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AD

  FREE

• Align with Leaders on
goals and objectives

• Conduct 1:1 interviews
with key stakeholders

• Build the case for change
with Leaders

Leaders will drive

• Develop org specific approach

• CM and Leadership align on
plan for implementation

- Engage and train network
of change

- Pilot new behaviors in the
new space

• Roll out 90-day post move
training and feedback sessions to
anchor new behaviors and norms

• Live and learn phase for
continued improvement

DISCOVERY
& ALIGNMENT

STRATEGY 
DEVELOPMENT

CHANGE
ADOPTION

CHANGE
SUSTAINMENT

MOVE-INKICK-OFF CLOSE
TODAY

CHANGE APPROACH

PROCESS & TIMING

3 MONTHS 2 MONTHS 7 MONTHS 3 MONTHS
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PROCESS & TIMING
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T O O L S  F O R  Y O U

https://cbre.box.com/s/nlf9bt62dpr270gs7m8n8w8708gzlwc6
https://cbre.box.com/s/ldcf95d8dpmpsjz5v16i0ocz70q5j7cr
https://cbre.box.com/s/rx5vjuqffkee48bdrdfu2gww6gkk3efq
https://cbre.box.com/s/z4scw71uy4viapx18wccbv5vvpfs3jsu
https://cbre.box.com/s/0jjw7plnpb2zowppnikomk4hsvdw38ub


©  2 0 2 1  C B R E ,  I N C . 

O U R  I M PA C T

In the past 5 years, our U.S. team has 
supported over 50 clients on over 75 different 
change management projects, nationally and 
globally. In doing so, we’ve engaged, trained, 
and supported more than 50,000 end users.

In doing so, we’ve engaged, trained, and 
supported more than 50,000 end users.



Additional Resources:  
Workplace Strategy Brochure

STRATEGY
WORKPLACE

Enabling organizations to inspire their people  
to connect, create, and contribute to a better  
working world

Unsure how much space you need? Visit workplace.cbre.com to use Spacer by CBRE, a free web-based space programming technology, available to everyone.  
 
This disclaimer shall apply to CBRE Inc. and to all other divisions of the Corporation (“CBRE”). All information included herein pertaining to CBRE – including but not limited to its 
operations, employees, technology and clients – are proprietary and confidential, and are supplied with the understanding that they will be held in confidence and not disclosed 
to third parties without the prior written consent of CBRE. CBRE and the CBRE logo are the service marks of CBRE Inc. and/or its affiliated or related companies in other countries. 
All other marks displayed on this document are the property of their respective owners. CBRE © 2019 All Rights Reserved. © Copyright 2021 CBRE Information contained herein, 
including projections, has been obtained from sources believed to be reliable. While we do not doubt its accuracy, we have not verified it and make no guarantee, warranty 
or representation about it. It is your responsibility to confirm independently its accuracy and completeness. This information is presented exclusively for use by CBRE clients and 
professionals and all rights to the material are reserved and cannot be reproduced without prior written permission of the CBRE Global Chief Economist. CBRE and the CBRE logo 
are service marks of CBRE, Inc. and/or its affiliated or related companies in the United States and other countries. All other marks displayed on this document are the property of 
their respective owners. Photos herein are the property of their respective owners and use of these images without the express written consent of the owner is prohibited.

cbre.com/workplace Follow us on LinkedIn & Twitter: 

linkedin.com/showcase/cbre-workplace-strategy | twitter.com/cbreworkplace

SU-ZETTE SPARKS 
Managing Director
Workplace 
+1 206 697 3962
suzette.sparks@cbre.com

cbre.com/WorkplaceView

2021 Global Occupier Sentiment  
Survey - The Future of the Office

2020 GLOBAL OCCUPIER SENTIMENT SURVEY 

The Future of the Office

CBRE Research recently conducted a survey of 126 senior-level global real estate executives 

to determine how the COVID-19 pandemic will change the location, design and use of 

office space. The survey findings—the first in a series—will help occupiers and investors 

identify evolving workplace trends and how sentiment toward  

office environments changes over time.

The Role of Great Offices 
in the Future or Work

T H E  R O L E  O F  G R E AT  O F F I C E S 
I N  T H E  F U T U R E  O F  W O R K

As a pandemic-weary world begins returning to workplaces, some people are predicting an 

end to the physical office as we know it.

There is no doubt that for many, working exclusively from home has opened eyes to the 

possibility of successfully working from anywhere. The reality is that this trend of a more 

fluid way of working began a decade ago and is now accelerating in the COVID-19 era. But 

the experiences and dynamics unique to physical offices remain in demand as employers 

create strategies to support a more widely distributed workforce.

In the near term, the office experience will include heightened procedures and protocols 

to keep employees healthy and safe. These safety measures may at times limit feelings of 

collaboration and social connection that offices typically forge. But over the long term, the 

needs that were driving the trend of workplace transformation will persist.

Perspectives on The Way Forward

The Future of Work

EMILY WHITING 
Sr. Manager
Workplace 
+1 814 450 6115
emily.whiting@cbre.com

https://cbre.box.com/v/cbre-workplace-brochure
http://workplace.cbre.com
http://www.cbre.com/workplace
https://www.linkedin.com/showcase/cbre-workplace-strategy/
https://twitter.com/CBREworkplace
mailto:suzette.sparks%40cbre.com?subject=
http://www.cbre.com/workplaceview
https://www.cbre.com/the-future-of-the-office
https://www.cbre.com//sitecore/content/Home/The-Role-of-Great-Offices
mailto:emily.whiting%40cbre.com?subject=

