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Chapter 1 — Change as a Quest, not a Project

Most change-management studies were done between the early 2000s and the late
2010s. The core findings still hold:

e People resist change when they don’t understand why it’s happening.
e Change fails when leadership doesn’t follow through.
e Communication, training, and sponsorship are still the backbone of success.

Human behavior hasn’t changed; the context around it has. What has shifted—and
what most modern change-management books underplay—is the history and
culture of the workforce itself. The people who now fill workplaces grew up playing
video games, not sitting through sequential, dry, PowerPoint-driven processes. They
are fluent in feedback loops, levels, achievements, and collaborative worlds long
before they ever step into an organization.

That’s why this book exists: to bridge the gap between foundational
change-management wisdom and the lived experience of a gaming-raised
workforce. Most organizational structures and change-management approaches are
still built on the assumptions of the baby-boomer era: top-down, process-driven,
and risk-averse. That worked—or at least persisted—for a time. But it doesn’t land
the way it once did with the people who are now doing the work, especially when
they’re using modern tools, digital platforms, and Al-assisted workflows.
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Respecting the Classics

Before we reframe anything, it's important to acknowledge the foundations. Change
management is not a brand-new science. Many of the most widely cited studies and
frameworks—written in the 1960s, 1980s, and 1990s—are still relevant today.

e Kubler-Ross (1969) gave us a language for understanding how people move
through loss and adaptation. Even though her model was originally about
grief, organizations have adapted it to make sense of resistance, confusion,
and eventual acceptance.

e Myers (1998) and others in the adoption-curve family helped us see how
different people react at different speeds, and that early adopters and late
adopters each have a role to play.

o Kolb’s experiential learning cycle (1984) reminds us that people learn best
when they do, reflect, and apply—not when they sit through a 90-minute
lecture.

e Larkin (1994) and other change-storytellers showed us that narrative can be
a powerful tool for sense-making, not just “fluff.”

I don’t want to discard or dismiss these foundations. On the contrary, they deserve
respect and continued use. This book doesn’t overturn those ideas; it builds on
them. The “70-20-10 rule” is a good example of such a classic heuristic: in
successful change efforts, roughly 70% of the effort goes into people, culture, and
behaviors (communication, sponsorship, training, coaching, and reinforcement),
about 20% into redesigned processes, systems, and tools, and the remaining 10%
into project-style structure, governance, and contingency. Communication, training,
sponsorship, and resistance management are still essential. What I'm updating is
how those ideas are experienced.

The Old Script No Longer Fits

If you look at many large organizations, their structures and processes feel like
museum pieces. They were designed at a time when information moved slowly,
hierarchies were rigid, and roles were narrowly defined. Those structures were
often put in place because they made sense for the current issues and the current
technology of the time. But years later, they often remain, even when the context
has changed completely.

Consider an example from my time as Director of the Bureau of Pharmaceutical
Sciences at Health Canada. We received funding to ensure that gelatin used in
pharmaceutical formulations did not contain or transmit mad cow disease. A whole
set of controls and checks was put in place because, at the time, it made sense. It
reduced risk, reassured the public, and aligned with the scientific and regulatory



knowledge of the moment. Twenty years later, there has been no reported case of
mad cow disease transmission through gelatin-based products. Yet the process is
still in place, largely untouched, because it became part of the “way we’ve always
done it.”

That’s what happens in organizations all the time.
e A process is designed for a specific risk, regulation, or technology.
e Over time, the original context fades, but the process remains.

e It becomes etched into the organization’s DNA, not because it's still
necessary, but because no one has seriously questioned it.

From Military Missions to Civilian Quests

My own path deepened this insight when I worked in the Canadian Department of
National Defence (DND). In DND, the language isn’t “projects” or “initiatives.” It’s
missions. Soldiers, planners, and logistics staff don’t talk about “change programs”;
they talk about operations, objectives, and missions. Each mission has a clear
purpose, a defined scope, a timeline, and a set of roles. The success of the mission
depends on preparation, training, and coordination.

There’s a lot that's useful in that language. “Mission” implies clarity, purpose, and
shared responsibility. It’s not abstract; it's concrete. It's not a box to be checked;
it's a story to be completed.

But civilian organizations are not military units. Most of your readers won't be in
uniform, and many will be wary of militarized language. So, in this book, I'm
adapting that mission-thinking into something that’s civilian-friendly and accessible:
I call it “"quests.”

Think of it this way:
e In the military, they live on missions and campaigns.
e In modern organizations, we can live on quests and journeys.

e The underlying structure is similar—clear goals, defined roles, sequenced
actions, and feedback loops—but the tone and framing are adapted to a
broader, more diverse audience. This is a civilian-friendly translation of a
method that has worked in the military for years, applied to your
organization.

Why It’s Time to Recast Change as a Quest

Too often, change efforts begin without a clear definition of the change itself. A
project may be called “a small IT update” when in reality it changes how people



work, who makes decisions, and how the organization operates. Or a policy revision
may be presented as a minor administrative tweak when it actually reshapes roles,
responsibilities, and reporting lines.

If you don’t know what the change is, you can’t know what the mission is.

The problem isn’t just that the processes are old; it’s that how we talk about
changing them is out of step with the workforce. If you frame a change effort as
another "mandatory initiative” or a long, sequential series of steps, you're speaking
to the organizational machinery of the past, not the human experience of the
present. For a generation that knows how to level up, collaborate in real-time, and
solve complex virtual worlds, that feels like a step backward.

What if we treated change not as a project to be managed, but as a quest to be
played?

o Instead of a 36-month Gantt chart, imagine a progression map with clear
levels, clear roles, and clear feedback.

e Instead of a change-management plan buried in a binder, imagine a shared
journey where individuals can see how their contributions move the team
forward.

o Instead of a generic “change initiative,” imagine a story—where people
understand who they are in the story, what’s at stake, and what success
looks like.

That's the core idea of this book: The Change Quest.

Not a New Theory, but a New Experience

This book does not overturn the lessons of change management. The 70-20-10 rule
still holds: most of the success in change comes from investing in people and
culture, then designing supporting processes and tools, and finally wrapping all of
that in clear structure and governance. But what changes is the experience. Instead
of enduring a process, people can participate in a progression. Instead of reacting
to change, they can engage with a quest.

My own experience—as a Director guiding complex scientific-regulatory processes,
as a change practitioner navigating digital transformations, and as a leader learning
to speak the language of a hew generation—has shown me that the old scripts still
work only if we re-narrate them. We can keep the same structure, the same
governance, the same stages, but wrap them in an experience that feels familiar,
engaging, and even a little fun.
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What This Book Will Do

You'll find familiar principles in these pages: stakeholder analysis, risk assessment,
communication plans, and training strategies. You'll also find something new: a way
to turn these into a shared, gamified journey for your team and your organization.
The goal is not to make change frivolous; it’s to make it visible, participatory, and
sustainable. When people feel like they’re co-authoring the story of their own
change, rather than being cast as passive extras, adoption, engagement, and
resilience dramatically improve.

By the time you finish this book, you'll be able to:
o Clearly define what the change really is before you label it a risk or a project.

e Reframe any change initiative as a quest with clear levels, clear roles, and
clear feedback.

e Turn your existing method into an 8-step, repeatable framework aligned with
how modern workers think and behave.

e Protect what's timeless about change-management wisdom while adapting
how it’s delivered to the culture of today’s workforce.

Change management has given us the what and the why. This book gives you the
how, recast as a quest that the people doing the work are ready—and eager—to

play.
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Chapter 2 — Your Change-Quest Map

You're about to meet the core of this book: the 8-Step Change Quest method. It's
built on foundational change-management principles from APMG and Prosci, but it’s
not just a copy-and-paste of their models. It's a systematized, 8-step method I
developed, tested, and used successfully in real-world transformations.

The key to this method is this: before you can assess risk, plan communication, or
design training, you must first understand the mission—the change itself. Too often,
organizations jump straight into tools and templates without ever agreeing on what
the change really is. That is why the first step of this method is Quest 1:
Understand the Mission.

N
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The System That Was Missing

APMG and Prosci are two of the most influential sources in modern change
management. Each offers clear, practical models, but they stop short of giving a
fully systematized, end-to-end method you can plug into every initiative.

e APMG gives you a strong, principles-based framework for understanding
change, stakeholder engagement, and benefit realization. But it leaves a lot
of design and sequencing to the practitioner.

e Prosci gives you powerful models like ADKAR and its 3-Phase methodology
(Prepare, Manage, Reinforce), but again, these are building blocks, not a
complete, plug-and-play system.
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In practice, this means many organizations end up with:
e A risk-assessment from one model,
e A stakeholder-analysis from another,
e A communications plan from a third,

e And a training plan from somewhere else—

without a single, coherent system that ties them all together in a repeatable
way.

That'’s where this book steps in.

Your Foundational 8-Step Method

Based on those foundational APMG and Prosci models, I developed an 8-step
method that systematizes the entire change journey—from understanding the
mission to sustainment—into a clear, repeatable sequence. I've used it successfully
in large-scale, complex environments, including digital-finance and
scientific-regulatory initiatives.

The method starts with one critical question:
“What exactly is changing?”

Only after you answer that question clearly can you move on to the rest of the
steps.

Here’s the 8-step method in foundational terms:
1. Understand the Mission (Define the Change)

o Clearly describe what is changing, what is not changing, who is
affected, why it is changing, and what the desired outcomes are.

o This is the first, non-negotiable step before risk assessment.
2. Change Risk Assessment

o Assess what will change, how big the change is, and how ready the
organization is for it.

o Identify risks, dependencies, and critical attributes that will influence
success.

3. Stakeholder Identification and Listing

o Build a clear list of all individuals, teams, and roles affected by the
change.
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o Map who is impacted, who influences others, and who will help or
hinder progress.

. Stakeholder Analysis

o Analyze each stakeholder’s influence, interest, impact, and
contribution.

o Decide who needs close management, who needs communication, and
who can be simply informed.

. Communication Requirements and Planning

o Define what needs to be communicated, to whom, when, and through
which channels.

o Create a clear, two-way flow of information that supports the journey.
. Training and Support Planning

o Identify what skills and knowledge people will need in the new state,
compare that with what they know now, and design training, coaching,
and support to close the gap.

. Implementation Planning

o Bring together risk data, stakeholder insights, communication plans,
and training plans into a clear implementation schedule.

o Plan for go-live, stabilization, and early-adopters reinforcing the new
way of working.

. Sustainment and Benefit Realization

o Ensure the change sticks.

o Measure benefits, embed new ways of working into routines, and keep
reinforcing the new behaviors.

This is not theoretical. It's a systematized method that has been used successfully
in real-world projects. It's built on APMG-style structure and Prosci-style awareness,
but it's my own synthesis—a practical, repeatable way to manage change.

From Method to Map: The 8-Step Quest

Now, let’s translate this foundational 8-step method into a quest-style journey.
Imagine your change initiative as a map in a game. The map has eight main areas,
each representing a step in your journey. The 8-step method becomes an 8-quest
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Here’s how the foundational 8-step method maps to quest-style language:
1. Quest 1 - Understand the Mission

o Clearly state what the change is, what is not changing, who is
affected, why it is changing, and what success looks like.

o This is your mission-briefing before you even begin the journey.

2. Quest 2 - The Scout’s Report- Assess the Terrain (Change Risk Assessment)
o You're not just “filling out a risk grid”; you’re scouting the terrain.
o You're preparing for the journey ahead.

3. Quest 3 - The Party Alignment - Roles (Stakeholder Listing)

o You're identifying quest roles: Navigators, Protectors, Explorers,
Champions.

o Each role has a clear place in the story and a part to play.
4. Quest 4 - Understand the Quest Landscape (Stakeholder Analysis)

o You're analyzing quest-landscape patterns: allies, obstacles, and who
can help you move forward.

5. Quest 5 - Design the Quest-Flow (Communication)

o Communication becomes your quest-flow: intel-updates, campaign
waves, and feedback loops.

6. Quest 6 - Skill-Up the Quest Team (Training)

o Training becomes level-up time: people gain skills and knowledge as
they progress.

7. Quest 7 - Launch the Quest Campaign (Implementation)

o You're launching a campaign—a coordinated rollout that feels like a
story unfolding.

8. Quest 8 - Reinforce the Quest (Sustainment)
o Go-live is the final quest level; sustainment keeps the quest going.

This is not replacing the 8-step method. It's gamifying it—making the same
structure more engaging, more visible, and more participatory for the people who
are doing the actual work.
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Why This System Works

APMG and Prosci give you excellent pieces. Your method gives you the system. And
when you gamify that system, you get:

o Clarity: Everyone understands the mission and the steps, and how they fit
together.

e Engagement: People feel like they're playing a quest, not just “enduring
change.”

e Repeatability: You can use this same 8-quest map across different projects,
departments, and organizations.

By the end of this book, you’ll see how to apply this 8-quest map to your own

initiatives, using it as a repeatable, gamified framework for leading organizational
change.
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Chapter 3 — Quest 1: The Mission Briefing

Every quest begins with a map. But before you draw the map, you must know what
the journey actually is. In change management, the first task is not to rate risk or
list stakeholders. It is to define the change itself with clarity and precision.

Many change efforts fail at this simplest step because the change is either too
vague or too narrow in its description. A project may be called “a small IT update”
when in reality it changes how people work, who makes decisions, and how the
organization operates. Or a policy revision may be presented as a minor
administrative tweak when it actually reshapes roles, responsibilities, and reporting
lines.

Accurate change definition is the foundation of the entire quest.

Define the Mission Before You Do Anything Else

In practice, your first question should be:
“What exactly is changing?”

Not "What is the project name?” or "What is the timeline?” but "What is changing in
the way people work, decide, communicate, or use tools?”

A clear change definition should answer:
e What is changing?
o Processes, systems, structures, roles, responsibilities, or behaviors.

17



¢ What is not changing?

o Clarify what stays the same, so people know what part of their world is
stable.

¢ Who is affected?

o Which teams, roles, or groups will experience the change directly or
indirectly?

e Why is it changing?

o What driver (strategy, regulation, technology, market, risk, cost) is
pushing this change?

e What is the desired outcome?
o What will look different when the change is successful?

This is not rhetorical. A vague definition leads to a vague quest. If you define the
change as “install a new system,” you will design a quest around technology. If you
define it as "move to a new way of authorizing financial decisions,” you will design a
quest around roles, skills, and accountability.

In your own 8-step method, this is Quest 1: Understand the Mission. You cannot do
a meaningful risk assessment until you know what the change really is. A small IT
change may trigger large organizational impacts: new workflows, new reports, new
control points, new training needs, and new expectations for managers. Without a
clear definition, you will underestimate the terrain and misjudge the risk.

Find a Sponsor Who Stays with the Mission

A clear mission also needs a solid sponsor behind it. Every quest needs someone
with authority, credibility, and commitment who will actively support the mission
from start to finish. A sponsor is not just the person who approves the change at
the beginning. The sponsor is the leader who keeps the mission visible, protects its
priority, and helps it survive obstacles along the way.

That sponsorship must be active and visible throughout the journey. People need to
see that the mission is important, supported, and worth their effort. A strong
sponsor helps mobilize resources, reinforces why the change matters, and signals
that the work will not fade after kickoff.

In practical terms, the sponsor should:
e Champion the mission.

e Communicate why the change matters.

18



e Remove barriers when progress slows.
e Reinforce the mission with leaders and teams.
e Stay engaged after the initial announcement.

If the sponsor disappears, momentum weakens. If the sponsor stays present, the
mission keeps its energy and legitimacy.

Why the Scope of Change Matters

In many organizations, the language used to describe change is intentionally
narrow. A sponsor may call something “an IT change” to make it feel less
threatening, or to avoid a difficult conversation about workload or authority. But the
reality is often different.

For example:

e What is described as a “system upgrade” may change who approves what
and therefore shift power in the organization.

e What is described as a “"minor policy update” may change how people spend
their time and what they must document.

e What is described as “a new dashboard” may change how performance is
measured and who is held accountable.

If you do not accurately describe the change, you will misread the risk. You may
think you are dealing with a low-impact technical tweak, when in fact you are
dealing with a high-impact organizational shift.

This is why Quest 1 is not about risk grids. It is about truthful, specific change
definition. Only after you know what the change is can you begin to map the terrain
in Quest 2.

The Foundational Wisdom Behind the Simple Question

APMG and Prosci both emphasize understanding impact, readiness, and context
before acting. APMG focuses on the need to assess the impact of change, identify
resistance, and understand both individual and organizational context. Prosci’s
guidance on unclear change highlights the need to analyze organizational climate,
risks, and change impact, and to define desired outcomes and the need for change.

Your method builds on that same wisdom. Before you can assess risk, you must
understand how much change is actually happening and what kind of change it is.
That is the true foundation.
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Quest 1 in Practice

In quest terms, Quest 1 is your mission-briefing. You are not yet moving fast. You
are looking carefully at the journey before you take the first step.

You ask questions such as:
e What is the change?
o Is it process, system, structure, role, or behavior?
e Who will feel it in their daily work?
¢ What outcomes are we trying to achieve?
e« What remains unchanged?

This is your mission-briefing truth. It is the basis for everything that follows: risk
assessment, stakeholder mapping, communication, training, and sustainment.

The Scout and the Mission

In quest terms, you are the scout. Your job is not to solve everything yet. Your job
is to understand the mission before the team moves.

You start by defining the change accurately. Then you read the climate, the
resistance, and the readiness. You identify where the ground is firm and where it is
shaky. You look for hidden obstacles: fatigue, skepticism, unclear roles, conflicting
priorities, or all the above.

You also make sure there is a sponsor who will stay with the mission, not just
launch it. The sponsor is part of the terrain you must account for, because active
sponsorship affects how well the team moves and how much resistance the quest
encounters. This is the true mission-briefing phase. Without it, you cannot move
forward with confidence.

Why This Step Matters

This first quest matters because it keeps the change effort honest. It prevents
leaders from assuming that enthusiasm will carry the day or that the project plan
alone will move people. Change succeeds when leaders understand the mission
before they travel it. That means combining data, observation, and judgment: the
technical side of what is changing, and the human side of how people are likely to
respond.

It also connects directly to the work you developed in your own 8-step method.
Your method did not start with communication or training. It started with mission
understanding. Once you know what the change really is, you can build the rest of
the quest with confidence.
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Moving to the Next Quest

Once the mission is clearly defined, the next step is to assess the terrain. That is
Quest 2: Assess the Terrain (Change Risk Assessment). But before that, you need
truthful change definition.

Every good quest begins with a map. Every good change effort begins with an
accurate definition of the change. Only then can you begin to assess the terrain.
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Chapter 4 — Quest 2: The Scout’s Report - Assess the
Terrain

You've completed Quest 1: Understand the Mission. You now know what the change
is, what is not changing, who is affected, why it is happening, and what success
looks like. That clarity is your foundation.

Now you move to Quest 2: Assess the Terrain.

5n¢y nhc
- Secure Aeceee

In game terms, this is the moment when the scout returns with a map. Before the
party moves forward, they need to know:

e Where the ground is firm.

e Where it is shaky.

e Where there are hidden obstacles.

e Where the steep slopes and narrow passes are.
e Which routes are safe and which are dangerous.

In change management, this is the change risk assessment. It is not about fear or
pessimism. It is about seeing clearly so you can plan wisely.

22



Why terrain assessment matters

Many change efforts assume that the main challenge is technical: install the
system, update the process, issue the new policy. But the real challenge is often
human and organizational. People may be tired, skeptical, overloaded, or unsure.
Leaders may be aligned in some areas and at odds in others. Some teams may be
ready; others may be resistant.

If you skip terrain assessment, you end up with:
e A plan that assumes everyone is ready when they are not.
e Communication that arrives too late or too early.
e Training that doesn’t match actual skill gaps.
e Sponsors who are surprised by resistance they didn’t expect.

Quest 2 is where you make the invisible visible. You collect data, observe patterns,
and use judgment to build a realistic picture of the terrain.

The foundational wisdom behind risk assessment

APMG and Prosci both emphasize the need to understand impact, readiness, and
context before acting. APMG focuses on assessing the impact of change, identifying
resistance, and understanding both individual and organizational context. Prosci’s
guidance on unclear change highlights the need to analyze organizational climate,
risks, and change impact, and to define desired outcomes and the need for change.

Your 8-step method builds on that same wisdom. Quest 1 defines the mission.
Quest 2 assesses the terrain. Only after you understand both can you move forward
with confidence.

What a change risk assessment looks like

In practice, a change risk assessment is a structured way to answer a few key
questions:

e« How big is the change?
o Is it small, local, and contained?
o Oris it large, cross-functional, and far-reaching?
e How widespread is it?
o Does it affect a single team, one department, or multiple functions?
o Does it touch many systems, processes, or roles?
e How ready is the organization?
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o Are people already fatigued from too many changes?

o Is there trust in leadership?

o Is there a history of successful change or a history of failed initiatives?
e Where are the likely resistance points?

o Which roles or groups are most likely to push back?

o Which managers are likely to block or delay?

o Which areas are likely to be supportive?
e What are the barrier points for individuals?

o Do people lack Awareness of why the change is needed?

o Do they lack Desire to participate?

o Do they lack Knowledge of how to change?

o Do they lack Ability to perform in the new way?

o Do they lack Reinforcement to keep the change going?

These questions are not rhetorical. Your answers shape the rest of the quest.

The risk grid
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A practical way to do this is with a change risk grid. On one axis, you can place the
scope or depth of change; on the other, the readiness of the people and the
organization.

e A small, well-understood change in a ready team sits in one corner.

e A large, ambiguous change in a fatigued or skeptical environment sits in
another.

That second situation demands far more attention: more communication, more
sponsorship, more training, more reinforcement. That first situation may only need
light support.

The risk grid helps you avoid a common mistake: treating all changes as if they
deserve the same amount of effort. They do not. A minor procedure update may
only need a short communication and a simple coaching note. A system
replacement or reorganization may need a full stakeholder strategy, training plan,
sponsor engagement, and deliberate reinforcement. The risk grid tells you where to
put your energy.

Connecting risk to the mission

Risk assessment is not done in isolation. It is always tied to the mission you defined
in Quest 1.

For example:

o If the mission is "move to a new way of authorizing financial decisions,” the
risk is not just technical. The risk is about power, accountability, and control.

o If the mission is “replace a legacy approval workflow with a digital process,”
the risk includes not only system adoption but also changes in who approves,
who sign-offs, and how work is tracked.

o If the mission is “implement a new policy that reshapes roles,” the risk
includes role confusion, fear of job loss, and uncertainty about
responsibilities.

Your risk assessment must reflect the true mission, not a simplified version of it.
Quest 2 in quest language
In quest terms, Quest 2 is scouting the terrain.

You are not yet moving fast. You are not yet launching campaigns or training
sessions. You are looking carefully at the landscape before the team commits to the
route.

You ask questions such as:
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e Where are the steep slopes?

e Where are the hidden obstacles?

e Which players are ready to move, and which ones need more support?
e« What parts of the organization have high resistance or low trust?

o« What parts are already aligned and can help you move faster?

This is exactly what a good risk assessment should do. The quest language simply
makes the same logic more vivid and easier to remember. A team can understand
“terrain” much faster than “change risk profile,” and it is still the same work
underneath.

What the change leader does here

At this stage, the change leader is part scout, part translator, and part guide for the
sponsor. Your job is to make the hidden terrain visible. That means gathering
signals from sponsors, managers, end users, and project leads; spotting where the
ground is soft; and turning those clues into a clear read on readiness and risk.

You are not just observing the battlefield. You are also keeping the commander
informed. The sponsor should stay close to the mission, not far from it. The change
leader brings back steady updates on what is emerging, where resistance is
forming, what support is needed next, and where the path looks stronger than
expected. That keeps the sponsor visible, active, and able to reinforce the mission
at the right moments.

This matters because a sponsor’s support is not a one-time blessing at the start of
the quest. It is ongoing presence across the journey. The sponsor must be ready to
back the mission, clear obstacles, and keep the team focused when the path gets
rough.

Some changes are light travel and need only brief support. Others are deep
wilderness and require sustained effort across several later quests. In the quest
frame, this is where you become the scout. You are not trying to solve everything
yet. You are making sure the party knows where the hard ground lies before it
commits to the route.

Moving to the next quest

Once the terrain is mapped, the next step is to identify who is on the journey with
you. That is Quest 3: Map Your Quest Roles. You will turn your stakeholder list into
a cast of characters, each with a clear role in the story.

But before that, you need Quest 1 (mission) and Quest 2 (terrain).

26



Every good quest begins with a map. Every good change effort begins with a clear
mission and a clear understanding of the terrain. Only then can you begin to
identify the people who will help you travel it.
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Chapter 5 — Quest 3: The Party Alignment - Roles

You‘'ve completed Quests 1 and 2, and now you move to Quest 3: Map Your Quest
Roles.

In game terms, this is the moment when the party is formed. Before the quest can
truly begin, you need to know who is coming with you. Who are the allies? Who are
the guides? Who might block the path? Who can help you move faster?

In change management, this is stakeholder identification and listing. You are not
yet analyzing deeply. You are building a clear, complete list of everyone who is
affected by the change or who can influence it.
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Why listing matters

Many change efforts start with a vague idea of “who is involved.” They assume they
know the key people. They say things like:

e “We'll talk to the managers.”
e “We'll get IT on board.”
e “Finance will be part of this.”

But “managers,” “IT,” and “Finance” are not people. They are groups. Within those
groups are individuals with different levels of influence, different concerns, different
readiness, and different roles in the story.
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If you skip this step, you risk:
e Missing key influencers who could help or block progress.

e Overlooking people who are deeply affected but not visible in the project
plan.

o Treating everyone the same, when they actually need different levels of
support.

Quest 3 is where you name the players. You move from vague groups to specific
roles and, eventually, to specific people.

The foundational wisdom behind stakeholder listing

APMG emphasizes stakeholder engagement and the need to understand who is
affected and who can influence outcomes. Prosci’s methodology also starts with
stakeholder analysis and engagement planning, recognizing that change success
depends on how individuals and groups move through the change.

Your 8-step method builds on that same wisdom. Quest 1 defines the mission.
Quest 2 assesses the terrain. Quest 3 identifies who is on the journey.

What a stakeholder list looks like
In practice, a stakeholder list is a structured way to answer a few key questions:
e Who is affected by the change?
o Which teams, roles, or groups will experience the change directly?
o Which teams will experience it indirectly?
e Who influences the change?
o Which leaders can champion it?
o Which managers can block or delay it?

Which peers or informal leaders can shape attitudes?

@)

e Who has a role in making it work?
o Who will design the new process?
o Who will configure the system?
o Who will train others?
o Who will reinforce the change after go-live?

e Who is connected to the change?
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o Which customers, partners, or external groups are affected?
o Which regulatory or compliance functions need to be involved?

A good stakeholder list is comprehensive, not just a short list of “obvious” names. It
includes:

e Senior sponsors and executives.

o Middle managers and team leads.

e Frontline staff who will use the new system or process.
e Support functions (IT, HR, Finance, Legal, Compliance).

e External partners, if relevant.

From list to roles

At this stage, you are not yet analyzing each stakeholder in depth. You are building
a master list. Later, in Quest 4, you will analyze influence, interest, impact, and
contribution.

For now, you focus on coverage. You want to make sure you haven’t missed anyone
important.

A practical approach is to start with the process or system you defined in Quest 1
and ask:

e« Who touches this today?

e« Who will touch it after the change?

e Who approves it?

e Who depends on it?

e Who regulates or audits it?
Each of these questions uncovers new stakeholders.
Quest 3 in quest language
In quest terms, Quest 3 is mapping your quest roles.

You are not yet deciding who will be a champion or who will resist. You are
identifying the types of roles that will exist on this journey.

Think of your stakeholders as quest roles, such as:
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Sponsors / Patrons - Leaders who provide resources, authority, and visible
support.

Navigators — Managers and team leads who guide their teams through the
change.

Explorers - Early adopters who test new processes, give feedback, and try
new tools.

Protectors - People who guard the old way, often because they see risks or
value in the current state.

Champions - Influential supporters who actively promote the change.
Impacted Players — Those whose daily work will change the most.
Allies — Support functions or partners who make the change possible.

Sentinels — Those who watch closely for risks or warning signs and can
influence.

These are not fixed labels. A person can be a Navigator in one area and a Protector
in another. Roles can shift as the quest progresses. The important thing is to
recognize the role, not just the title. It is useful to understand individual role.
However, for practical reasons, these eight formal roles will be consolidated into
four tactical operational classes once mapped to the landscape grid in Chapter 6.

Why quest roles matter

When you think in terms of quest roles, you stop seeing stakeholders as a list of
names and start seeing them as characters in a story. Each role has a part to play.

Sponsors make the mission real through decisions and resources.
Navigators translate the mission into daily actions for their teams.
Explorers help you test and improve the new way.

Protectors alert you to real risks but may also slow progress if not engaged
well.

Champions create momentum and energy.
Impacted Players are the ones for whom the quest is ultimately about.
Allies enable the quest through support, expertise, and infrastructure.

Sentinels may signal impending dangers.

This framing makes it easier to design your later quests: communication, training,
and implementation.
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What the change leader does here

In Quest 3, the change leader is part detective, part organizer. The job is to:
e Collect names and roles from sponsors, project leads, and managers.
e Ask: “Who else is affected?” repeatedly, until the list feels complete.

e Organize the list in a way that is easy to use later (table, spreadsheet, or
grid).

e Ensure that both formal roles (titles, departments) and informal roles
(influencers, opinion leaders) are captured.

In the quest frame, this is where you build your party. You are not yet sending
them into battle. You are making sure you know who is coming and what each
person can contribute.

Why this step is foundational

This third quest matters because it prevents you from designing change in a
vacuum. You are not building a quest for an abstract “organization.” You are
building it for real people, in real roles, with real concerns.

If you skip this step, you may:
e Design communication for the wrong audience.
e Plan training for the wrong group.
e Rely on sponsors who are not truly engaged.
e Miss key influencers who can make or block the change.

Quest 3 keeps the change effort grounded in reality.

Moving to the next quest

Once you have a solid stakeholder list, the next step is to analyze it. That is Quest
4: Understand the Quest Landscape (Stakeholder Analysis). You will look at each
stakeholder’s influence, interest, impact, and contribution, and decide how to
engage them.

But before that, you need a complete list.

Every good quest begins with a clear party. Every good change effort begins with a
clear understanding of who is involved. Only then can you begin to analyze how
they will move through the journey.
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Chapter 6 — Quest 4: Understand the Quest
Landscape

With your team assembled and the baseline boundaries set, it is time to look
deeper into the dynamics of the group.

Now you move to Quest 4: Understand the Quest Landscape.

In game terms, this is the moment when the party studies the map in detail. You
already know who is in your group. Now you need to understand:

e Who are the strongest allies?

e Who are the hidden obstacles?

e Who can guide you through difficult terrain?

¢ Who needs more support before they can move?
e Where are the alliances and the conflicts?

In change management, this is stakeholder analysis. You move from a list of hames
to a clear picture of influence, interest, impact, and contribution for each
stakeholder or group.

Why landscape analysis matters

Many change efforts treat all stakeholders the same. They send the same message
to everyone, offer the same training to everyone, and expect everyone to respond
in the same way.

But people are not the same. Some have high influence and low interest. Others
have high interest and low influence. Some are deeply impacted; others only lightly.
Some are ready to move; others are hesitant or resistant.

If you treat everyone the same, you will:
e Over-communicate with people who don’t need it.
e Under-communicate with people who do.
e Waste training resources on people who don’t need them.
e Under-invest in the people who can make or block the change.

Quest 4 is where you differentiate. You stop treating stakeholders as a single block
and start seeing them as individuals and groups with different needs.
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The foundational wisdom behind stakeholder analysis

APMG emphasizes stakeholder engagement and the need to understand who is
affected and who can influence outcomes. Prosci’s methodology also focuses on
stakeholder analysis and engagement planning, recognizing that change success
depends on how individuals and groups move through the change.

Your 8-step method builds on that same wisdom. Quest 1 defines the mission.
Quest 2 assesses the terrain. Quest 3 lists the roles. Quest 4 analyzes the
landscape.
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What stakeholder analysis looks like

In practice, stakeholder analysis is a structured way to answer a few key questions
for each stakeholder or group:

e What is their influence?
o How much power do they have to shape outcomes?
o Can they block or accelerate the change?
e What is their interest?
o How invested are they in the change?
o Do they care deeply, or are they indifferent?

e What is their impact?
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o How much does the change affect their daily work?
o Is the impact high, medium, or low?
e What is their contribution?
o What can they provide to make the change succeed?
o Can they champion, coach, design, train, or reinforce?
A common approach is to plot stakeholders on a grid:
e One axis: Influence (low to high).
e Other axis: Interest / Impact (low to high).
This creates four quadrants:

1. High Influence, High Impact/Interest — Key players who need close
engagement.

2. High Influence, Low Impact/Interest — People who can block or enable; keep
them satisfied.

3. Low Influence, High Impact/Interest — People who are deeply affected; keep
them informed and supported.

4. Low Influence, Low Impact/Interest - People who need minimal effort;
monitor but don’t over-invest.

Quest 4 in quest language
In quest terms, Quest 4 is understanding the landscape.

You are not yet designing communication or training. You are studying the terrain of
relationships and power.

You ask questions such as:
e Who are the powerful allies who can champion the quest?
e Who are the powerful protectors who may resist?
e Who are the silent majority who will be affected but have little voice?

e Who are the hidden influencers who don’t have formal authority but shape
opinions?

e Who can be recruited as guides to help others through the change?

This is exactly what a good stakeholder analysis should do. The quest language
simply makes the same logic more vivid and easier to remember. A team can
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understand “allies” and “obstacles” faster than “stakeholder influence matrix,” and
it is still the same work underneath.

Using the landscape to guide your later quests

The real value of Quest 4 is that it dictates your strategy for the upcoming legs of
the journey: communication, training, and implementation. Your communication
plan, training plan, and implementation plan will all be shaped by this landscape. By
charting your stakeholders onto the landscape grid, you can divide them into four
distinct tactical territories, ensuring you invest your party's resources exactly where
they will matter most:

The Vanguard (High Influence / High Impact): These are your core party

members and co-authors of the journey. Because they wield the power to

accelerate the quest and are deeply impacted by its outcome, they cannot be

managed from a distance. They require personal meetings, direct sponsor

coaching, and hands-on involvement in designing and testing the new path

forward.

o Who lives here: Your executive Champions creating massive

momentum, your senior Navigators steering large divisions, and the
ultimate project patrons—your Sponsors.

The Sentinels (High Influence / Low Impact): These are the powerful figures
watching the borders of your quest. The change doesn't alter their daily
routines, but they hold veto power over yours. To ensure they don't become
formidable obstacles, they need targeted strategic briefings, so they
understand why the mission matters and allow the party to pass without
friction.

o Who lives here: Compliance-minded Sentinels signaling impending
dangers, senior Protectors guarding the old way out of systemic risk
concerns, and critical infrastructure Allies like IT security or legal
gatekeepers.

The Frontline Explorers (Low Influence / High Impact): These are the teams
whose daily territory is completely reshaped by the quest, but who have little
say in how the formal map is drawn. Because they must ultimately live in the
new world, they require the heaviest investment in leveling up. They need
dedicated group training, clear step-by-step guidance, and continuous
support so they can adapt successfully.

o Who lives here: The essential Impacted Players whom the quest is
ultimately about, early adopting Explorers breaking and testing
sandbox environments, and frontline Navigators translating the
mission into daily team routines.
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The Bystanders (Low Influence / Low Impact): These are passive observers
who are neither driving the change nor significantly altered by it. Do not
waste valuable party energy or clutter their quest logs. They only require
simple, high-level updates and minimal investment to keep them loosely
informed as the campaign moves forward.
o Who lives here: Peripheral Allies who just need to know the timeline,
and passive Protectors who prefer the status quo but lack the
organizational leverage or reach to disrupt the rollout.

What the change leader does here

In Quest 4, the change leader is part analyst, part strategist. The job is to:

Take the stakeholder list from Quest 3.

Assess influence, interest, impact, and contribution for each stakeholder or
group.

Plot them on a grid or map.

Identify key patterns: where are the allies? where are the risks? where are
the gaps?

Decide how to engage each group at a high level.

In the quest frame, this is where you study the map before you move. You are not
yet launching campaigns. You are making sure you understand the terrain of power
and relationships.

Why this step is foundational

This fourth quest matters because it prevents you from wasting effort. You can’t
engage everyone deeply. You don’t have the time or resources. Quest 4 helps you
focus your energy where it matters most.

If you skip this step, you may:

Spend too much time on people who don’t need much engagement.
Neglect key influencers who can block progress.
Under-support the people who are most affected.

Desigh communication that doesn’t match the real needs of different groups.

Quest 4 keeps the change effort focused and efficient.
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Moving to the next quest

Once you understand the landscape, the next step is to design how you will
communicate with each group. That is Quest 5: Design the Quest-Flow
(Communication). You will turn your insights into a clear, two-way flow of
information that supports the journey.

But before that, you need a clear understanding of the landscape.

Every good quest requires a clear map of allies and obstacles. Every good change
effort requires a clear understanding of stakeholders. Only then can you begin to
design communication that truly supports the journey.
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Chapter 7 — Quest 5: Design the Quest-Flow

Your strategic coordinates are locked in. You know what the change is (Quest 1),
where the risks hide (Quest 2), who is on the journey (Quest 3), and exactly how
much support each group requires (Quest 4). The pieces are all on the board—now
it is time to build the communication network that brings them to life.

Now you move to Quest 5: Design the Quest-Flow.
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In game terms, this is the moment when the party’s communication network is set
up. This is the moment you build the game's user interface (UI), the multiplayer
chat channels, and the underlying telemetry network. You already know who is in
your party and how they relate to the mission. Now you must decide: What
information does each group need?

e When do they need it?

e Through which channel should it come?

e Who should deliver it?

e How will feedback flow back to the change team?

In traditional change management, this is called communication requirements and
planning. But you aren't merely blast-emailing an audience. You are designing an
dynamic flow of information that keeps a moving party aligned, alive, and charging
toward the same objective.

39



Why Quest-Flow Matters: Dismantling the "Fire and Forget" Meta

Many change efforts treat communication like an item checklist to get out of the
way. They rely on weak, low-engagement tactics:

"We'll shoot out an all-staff email blast when IT flips the switch."

"We'll pin a 40-page PDF to the company intranet page."

"We'll just tell team managers to figure out what to say to their people.”

A static message is not a communication system. True Quest-Flow is a circular
pipeline. It requires continuous movement in both directions: high-level vision
cascading down from leadership, and real-time operational telemetry flowing right
back up from the field.

If you treat communication as an afterthought, your campaign breaks down
instantly:

e Desynchronized Timing: Intel arrives too late (causing panic) or too early
(ignored completely).

e Wrong Guild Channels: Important system alerts are sent via platforms your
frontline players never look at.

e Information Bloat: Casual bystanders are spammed with technical system
data, causing them to mute your project updates entirely.

e Dead Mics: Frontline feedback is blocked, leaving your change team
completely blind when a critical process breaks down.

Quest 5 changes the game. You stop screaming into the void and start building a
balanced multiplayer network.

The foundational wisdom behind communication planning

APMG emphasizes communication and stakeholder engagement as core
components of successful change. Prosci’s methodology also highlights the
importance of tailored communication plans that address the needs of different
stakeholder groups, including their concerns and motivations.

Your 8-step method builds on that same wisdom. Quest 1 defines the mission.
Quest 2 assesses the terrain. Quest 3 lists the roles. Quest 4 analyzes the
landscape. Quest 5 designs the flow of information. We are simply shedding the dry,
bureaucratic corporate language so that our message actually registers with a
modern workforce.

The Anatomy of the Quest Log: Loot vs. Peril

Every message in your Quest-Flow must balance two core psychological realities for
your players: The Loot (Benefits) and The Peril (Fears).
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People do not struggle to change because they hate new software; they struggle
because they are constantly calculating what they stand to gain or lose. Before
writing a single line of copy, you must map these coordinates for every group on
your landscape grid:

e What loot/benefits do they see in this change?
o Will it make their work easier?
o Will it reduce their workload?
o Will it give them more authority, better tools, clearer processes?
o Will it help them achieve their goals?
e What perils/fears do they have about this change?
o Are they afraid of losing control, status, or job security?
o Are they afraid of not having the skills to succeed?
o Are they afraid of more work, more stress, or more accountability?
o Are they afraid of being left behind or replaced?

These are not abstract questions. People move through change based on what they
gain and what they lose. If you ignore their fears, you will meet resistance. If you
ignore their benefits, you will miss an opportunity to create energy and
commitment.

A good communication plan addresses perils and maximizes loot for each group. If
your Quest-Flow only communicates "The Loot," it reads like corporate propaganda
and breeds cynicism. If it ignores "The Peril," resistance will quietly ferment in your
local team chats. An authentic Quest-Flow explicitly names the fears, addresses
them with candor, and clearly illustrates how completing this quest leaves the
player better equipped than they were before.

What communication requirements look like

In practice, communication requirements are a structured way to answer a few key
questions for each stakeholder group:

e What do they need to know?
o What is the core message for this group?
o What benefits can they gain?
o What fears do they have?

o What questions will they ask?
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e Why do they need to know it?
o What is the purpose of this communication?
o Isitto inform, persuade, coach, or reinforce?
o Is it to reduce fear, highlight benefits, or both?
e When do they need to know it?
o At what point in the journey do they need this information?
o Is it before, during, or after key milestones?
e How should it be delivered?
o Is it an email, a meeting, a workshop, a video, a dashboard?
o Is it one-way or two-way?
o Who should deliver it (sponsor, manager, change lead)?
e How will we get feedback?
o How will we know if they understood?
o How will we capture their concerns, questions, and suggestions?

A good communication plan is audience-specific. It does not treat everyone the
same. It recognizes that different groups need different messages at different
times.

The Four Guild Channels: Tailoring the Transmission

Using the stakeholder territories mapped out in Quest 4, you can now construct
customized transmission streams. Each territory requires a completely distinct
frequency, balancing their specific Loot and Peril profiles:

1. The Vanguard (High Influence / High Impact)

e The Mission Impact: These are your core party leads and co-authors. If they
lose alignment, the quest ends instantly.

e The Transmission Stream: Direct, unvarnished, face-to-face tactical briefings.
They don't want polished marketing slides; they need raw project telemetry.

e Addressing Loot & Peril: Focus heavily on organizational survival and high-
level strategic wins. Mitigate their fears regarding systemic operational
downtime, resource strain, or shifts in executive accountability.

2. The Sentinel (High Influence / Low Impact)
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The Mission Impact: The border guards. They can halt your progress with
compliance, legal, or budgetary vetoes if they are surprised.

The Transmission Stream: Targeted, proactive, executive-level status
updates. Do not fill their schedules with operational minutiae.

Addressing Loot & Peril: Reassure them that corporate governance, risk
compliance, and data security are ironclad. Address their primary fear: that
your quest will disrupt their stable, ongoing operations.

3. The Frontline Explorer (Low Influence / High Impact)

The Mission Impact: The core engine of your workforce. They are the ones
who must actually live in the new world you are building.

The Transmission Stream: Interactive, high-touch, peer-led conversations.
This stream cannot be a one-way broadcast; it must prioritize live Q&As,
open sandboxes, and continuous town halls.

Addressing Loot & Peril: Keep it intensely practical. Show them how the new
tools will directly reduce their daily friction and eliminate repetitive tasks.
Directly confront their fears of job displacement, lack of technological skill, or
unmanageable post-launch workloads.

4. The Bystander (Low Influence / Low Impact)

The Mission Impact: Passive observers who just need to know the weather
report, not how the engine works.

The Transmission Stream: High-level, asynchronous ambient updates. A
simple milestone tracker on the shared dashboard or a brief mention in the
monthly bulletin is plenty.

Addressing Loot & Peril: Keep things brief and informative. Reassure them
that this project won't bleed over into their territory or complicate their
existing routines.

Quest 5 in quest language- The Scout’s Toolkit: Setting up the
Network
In quest terms, Quest 5 is designing the quest-flow. As the change leader in Quest

5, you are acting as the Chief Communications Engineer. Your goal is to map out
this network framework before your party takes another step forward:

You are not yet sending messages. You are designing the information streams that
will keep the party aligned and moving forward.

Think of your communication as:

Intel-updates - Short, timely information about what is happening and what
is coming.
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Campaign waves - Coordinated bursts of communication around key
milestones.

Feedback loops — Ways for people to ask questions, share concerns, and
suggest improvements.

Quest briefings — Deeper sessions where the mission and next steps are
explained.

Debriefs — Sessions after key events to capture what worked and what didn't.

What the change leader does here

In Quest 5, the change leader is part designer, part coach. The job is to:

Take the stakeholder landscape from Quest 4.
For each stakeholder group, identify their key benefits and key fears.

For each group, define what they need to know, why, when, how, and how to
get feedback.

Decide who should deliver each message (sponsor, manager, change lead).
Choose the right channel for each audience.

Build in feedback mechanisms: surveys, Q&A sessions, office hours, feedback
forms.

In the quest frame, this is where you set up the communication network before the
party moves forward. You are not yet launching campaigns. You are making sure
the flow of information is ready.

Why this step is foundational

This fifth quest matters because communication is the lifeblood of change. Without
a clear flow of information, even a well-designed mission will fail. People will be
confused, resistant, or disengaged.

If you skip this step, you may:

Send messages that don’t match the real benefits and fears of different
groups.

Ignore fears that later turn into resistance.

Miss opportunities to highlight benefits that could create energy and
commitment.

Use the wrong channel for the audience.
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e Miss feedback that could save the quest from failure.

Quest 5 keeps the change effort connected, informed, and emotionally grounded.

Moving to the next quest

Once the quest-flow is designed, the next step is to help people build the skills they
need to move forward. That is Quest 6: Skill-Up the Quest Team (Training). You will
turn your training and support planning into a level-up experience for the party.

But before that, you need a clear communication flow that addresses benefits and
fears.

Every good quest requires a clear flow of information. Every good change effort
requires a clear communication plan that maximizes benefits and addresses fears.
Only then can you begin to build the skills people need to succeed.
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Chapter 8 — Quest 6: Skill-Up the Quest Team

Up to this point, your campaign map has been purely strategic. You've locked in the
core coordinates of what success looks like (Quest 1), scouted the hidden structural
risks across the terrain (Quest 2), and assembled your core party roster (Quest 3).
From there, you mapped out the psychological landscape to pinpoint exactly who
your allies are and where resistance might ferment (Quest 4), allowing you to wire
up an airtight, two-way communication network to keep the entire party synced
(Quest 5).

The board is completely set, the transmission lines are live, and your players know
the mission. Now, it's time to give them the actual tools to survive it.

Now you move to Quest 6: Skill-Up the Quest Team.
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In gaming, there is a massive difference between reading a quest description and
actually having the stats, gear, and mechanical skill to defeat the boss. Right now,
your players are sitting in the briefing room. They have the map, but they haven't
swung the sword. If you push them into the new world without upgrading their
capabilities, they will panic, take massive damage, and retreat to the safety of their
old, comfortable legacy routines.

In traditional change management, this phase is called training and capability
building. But we aren't dragging people through grueling, four-hour corporate slide
presentations or leaving them to click through dead, un-skippable e-learning
modules.
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Instead, you are building a Level-Up System. You are giving your players the exact
skills, muscle memory, and "XP" (Experience Points) they need to conquer the new
operational landscape with confidence.

Why Level-Up System matters

Many change efforts treat training as a single event. They say things like:
e “We'll run a two-day classroom course.”
e “We'll post a user manual on the intranet.”
o “People will figure it out on the job.”

But training is not a single event. It is a journey. People learn in different ways, at
different speeds, and in different contexts.

If you treat training as a single event, you will:
e Leave behind people who don’t learn well in a classroom.
e Overwhelm people with too much information at once.
e Miss the people who need hands-on practice, not just theory.
e Waste resources on training that people don’t use or remember.

4

Quest 6 is where you design the journey. You stop thinking of training as “a course’
and start thinking of it as level-up time.

The foundational wisdom behind training

APMG emphasizes training and capability building as core components of successful
change. Prosci’s methodology also highlights the importance of tailored learning
interventions that address the needs of different stakeholder groups.

Kolb’s experiential learning cycle reminds us that people learn best when they do,
reflect, and apply—not when they sit through a 90-minute lecture.

Your 8-step method builds on that same wisdom. Quest 1 defines the mission.
Quest 2 assesses the terrain. Quest 3 lists the roles. Quest 4 analyzes the
landscape. Quest 5 designs the communication flow. Quest 6 designs the skill-up
journey.

The Death of the "Lecture-Heavy" Tutorial

Think about the last time you loaded up a modern video game. Did the game force
you to read a 100-page user manual before letting you play? Did it make you sit
through a passive lecture about its physics engine?
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Of course not. It dropped you into a safe, low-stakes starter area, handed you a
basic tool, and said: "Press X to swing. Now try hitting that target.”

Yet, when organizations introduce a massive digital transformation or process shift,
they routinely fall into the "Lecture-Heavy Tutorial" trap:

"We'll run a mandatory, passive webinar for 500 people at once." "We'll record a
long screen-share video and tell everyone to watch it by Friday." "We'll send them a
link to a generic external training site and hope for the best."

This isn't learning; it's an information dump. It creates an illusion of readiness while
leaving your actual field teams completely unequipped. True capability isn't built by
watching someone else play the game; it is built by getting your own hands on the

controller.

Level-Up Training starts with Designing Player Skill Trees

You cannot give every player the exact same training package. A Level 1 bystander
who just needs to view occasional data reports requires a completely different skill
tree than a Vanguard super-user who is responsible for running daily system
operations.

Using your landscape grid from Quest 4, you must design tailored Skill Trees for
your distinct player classes. You design it from your communication analysis in
Quest 5.

In Quest 5, you analyzed each stakeholder group’s:
o Loot/Benefits — What they gain from the change.
e Perils/Fears — What they worry about.
¢ Needs - What they need to know, when, and how.
e Channels - How they prefer to receive information.

Now you use that same analysis to design multi-channel, multi-media training that
matches how people actually learn and how they prefer to engage.

For each stakeholder group, you also consider two critical practical factors:
e How many people are in this group?

e Where are they located geographically? (One site, multiple sites, many
countries, remote workers.)

These factors shape what is feasible, cost-effective, and realistic.
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Number of people and geographic location

Training design must account for scale and location.
The number of people in a group determines:

e How many training sessions you can run.

e How many trainers you need.

e Whether classroom training is feasible at all.

e Whether you need on-demand, self-paced options.
For example:

e A group of 10-20 people in one location can often be trained in a single
classroom session or a small set of focused workshops.

e A group of 100-200 people across a few sites usually requires multiple
sessions, regional trainers, or virtual sessions to avoid bottlenecks.

e A group of 1,000+ people across many locations is rarely trainable in a single
classroom. You need on-demand e-learning, short videos, virtual sessions,
and local champions to scale.

If you ignore the number of people, you may:
e Plan a single classroom session that cannot accommodate everyone.
e Overload a small number of trainers.
o Create long delays where people wait weeks for training.
o Waste budget on training that cannot be delivered at scale.
The geographic spread of a group determines:
e Whether in-person training is feasible.
e How many locations you need to cover.
e« Whether you need to account for time zones, languages, and local context.
e Whether you need to integrate with local hubs or regional centers.
For example:

e A group in one site can often be trained in local classrooms with local
trainers.

e A group in multiple sites in one country may need regional training hubs,
traveling trainers, or virtual sessions to reduce cost and time.
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e A group in multiple countries often requires:
o Virtual sessions that work across time zones.
o Self-paced e-learning that people can access anytime.
o Translations or localization for different languages and cultures.
o Local champions who can support their peers in their own context.
If you ignore geographic location, you may:
e Assume everyone can attend a single session that most cannot.
o Ignore time-zone differences and schedule training at impossible times.
o Fail to provide translations where needed.
e Overlook local laws, cultures, or work practices that affect learning.

A good training plan is audience-specific, multi-modal, and scaled to the number of
people and their locations. By mapping out these clear progression paths, you
ensure that nobody is overwhelmed by complex, high-level mechanics they don't
need, and nobody is left under-leveled for their specific day-to-day survival tasks.

Quest 6 in quest language

In quest terms, Quest 6 is skill-up time.

You are not just scheduling sessions. You are designing level-up checkpoints along
the journey.

Think of your training as:

e Awareness level - Understanding why the change is happening and what
benefits and fears are involved.

e« Knowledge level - Understanding what to do, how to do it, and why it
matters.

o Ability level - Practicing in a safe environment, receiving feedback, and
building confidence.

e Mastery level - Applying the new skills in the real work, coaching others, and
reinforcing the change.

Each level is a checkpoint. People move through them at different speeds, but they
all need to reach the final level for the quest to succeed.

Multi-channel, multi-media training based on communication analysis, scale, and
location
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Using your communication analysis from Quest 5, plus your analysis of number of
people and geographic location, you can design different training mixes for different
groups.

For each stakeholder group, you ask:

What skills do they need?
o What new processes must they follow?
o What new systems must they use?

o What new behaviors must they adopt?

What knowledge do they need?
o What concepts must they understand?
o What policies or rules must they follow?

o What decisions must they be able to make?

What support do they need?
o Do they need coaching, mentoring, or just-in-time help?
o Do they need job aids, checklists, or quick-reference guides?
o Do they need access to experts or help desks?

What channels and media work best for them?

o Do they learn well in a classroom?

o Do they prefer short videos?

o Do they need hands-on practice in a sandbox environment?
o Do they need job aids they can use while working?

o Do they need live Q&A sessions or office hours?

How many people are in this group?

o Is it small enough for classroom sessions?
o Does it require regional or virtual sessions?

o Does it require on-demand, self-paced options?

Where are they located?

o One site, multiple sites, or multiple countries?

51



o Do you need to account for time zones, languages, or local context?
o Do you need local champions or regional trainers?

A good training plan is audience-specific, multi-modal, and scaled to the number of
people and their locations.

Using this analysis, you can design different training mixes for different groups.
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For example:
e« The Vanguard (High influence, high impact, small group, one site) may need:
o In-depth workshops where they can practice in a sandbox.
o One-on-one coaching from experts.
o Access to advanced training materials and detailed documentation.
o Opportunities to practice and give feedback on the new process.
o Direct addressing of their fears about authority, workload, or control.

e The Sentinel (High influence, low impact, medium group, multiple sites) may
need:

o Short, targeted virtual briefings on what the change means for their
decisions.

o High-level videos or guides that explain the new way.
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o Opportunities to ask questions and raise concerns.
o Minimal hands-on training, but enough to understand the impact.

e The Frontline Explorers (Low influence, high impact, large group, multiple
countries) may need:

o Group training sessions that are practical and hands-on, delivered
virtually.

o Short videos, step-by-step guides, and job aids they can use while
working.

o Sandbox environments where they can practice without risk.
o Office hours or help desks that respect time zones.
o Local champions who can support their peers in their own context.

o Explicit communication about the benefits they will gain and how their
fears are addressed.

o Translations or localization where needed.

o The Bystander (Low influence, low impact, very large group, many locations)
may need:

o Short videos or online modules they can complete on their own time.
o Simple job aids and quick-reference guides.

o Minimal investment, but still enough to understand the change.

o Self-paced, on-demand training that scales across sites and countries.

Your skill tree becomes a map of learning paths, not a single list of courses. Each
path is designed to maximize loot and reduce perils for that group, using multiple
channels and media, and scaled to the humber of people and their geographic
location.

What the change leader does here

In Quest 6, the change leader is part designer, part coach, part planner. The job is
to:

o Take the communication analysis from Quest 5.

o For each stakeholder group, count the number of people and map their
geographic spread.

o For each group, identify what skills, knowledge, and support they need.
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e Design a multi-channel, multi-media training mix that matches their needs
and scale:

o Classroom or virtual sessions (scaled to group size and locations).
o Videos, e-learning modules, and interactive simulations.

o Sandbox environments for practice.

o Job aids, checklists, and quick-reference guides.

o Coaching, mentoring, and office hours.

e Decide who should deliver each element (trainer, sponsor, manager, peer,
expert, local champion).

o Build in feedback mechanisms: quizzes, practice exercises, feedback forms,
follow-up sessions.

In the quest frame, this is where you set up the level-up journey before the party
moves forward. You are not yet launching the full implementation. You are making
sure everyone has the right training to succeed.

Why this step is foundational

This sixth quest matters because training is the bridge between understanding and
action. People may understand the mission and the communication, but if they
don’t have the skills, they cannot act.

If you skip this step, you may:

e Provide training that doesn’t match how people learn.

o Waste resources on training that people don’t use or remember.

e Leave people feeling unsupported and anxious.

o Create a gap between what is expected and what people can actually do.

o Ignore the reality of scale and location, making training impossible to deliver.
Quest 6 keeps the change effort grounded in real capability and real logistics.

Moving to the next quest

Once the skill-up journey is designed, the next step is to launch the full
implementation. That is Quest 7: Launch the Quest Campaign (Implementation).
You will bring together all your risk data, stakeholder insights, communication
plans, and training plans into a coordinated rollout.
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But before that, you need a clear skill-up journey that uses multi-channel,
multi-media training based on your communication analysis, number of people, and
geographic location.

Every good quest requires a clear skill-up path. Every good change effort requires
training that matches how people learn, how they prefer to engage, and the
realities of scale and location. Only then can you launch the campaign with
confidence.
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Chapter 9 — Quest 7: Launch the Quest Campaign

You've defined the mission (Quest 1), assessed the risks (Quest 2), assigned the
critical party roles (Quest 3), mapped the stakeholder landscape (Quest 4), opened
the communication channels (Quest 5), and leveled up your team's skills in the
sandbox (Quest 6).

The strategic prep work is 100% complete. The pieces are on the board, the party
is armed, and the countdown has reached zero.

Now you move to Quest 7: Launch the Quest Campaign.
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In game terms, this is the moment when the party sets out on the full journey. You
already know the mission, the terrain, the roles, the communication flow, and the
skill-up path. Now you bring everything together into a coordinated rollout.

In change management, this is implementation planning and execution. You are not
just turning on a new system or process. You are launching a campaign that
integrates risk data, stakeholder insights, communication plans, and training plans.

Why launch matters
Many change efforts treat implementation as “go-live.” They say things like:
e “We'll switch on the new system on Monday.”

e “We'll roll out the new process to all sites at once.”
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e “We'll deal with problems as they come up.”

But implementation is not a single event. It is a campaign. It is a coordinated series
of moves that unfold over time, with communication, training, and support wrapped
around the technical or process change.

If you treat implementation as a single event, you will:
e Overwhelm people with too much change at once.
e Miss critical feedback from early phases.
o Create bottlenecks where people can’t get help.
o Waste resources rework because issues could have been caught earlier.
e« Lose momentum and energy as confusion spreads.

Quest 7 is where you design and execute the campaign. You stop thinking of
implementation as “go-live” and start thinking of it as a coordinated quest
campaign.

The foundational wisdom behind launch

APMG emphasizes managing the transition as a structured process, not an event.
Prosci’s methodology also highlights the importance of phased rollouts, sponsor
engagement, and reinforcement after go-live.

Your 8-step method builds on that same wisdom. Quest 1 defines the mission.
Quest 2 assesses the terrain. Quest 3 lists the roles. Quest 4 analyzes the
landscape. Quest 5 designs the communication flow. Quest 6 designs the skill-up
journey. Quest 7 launches the campaign.

Launch starts with communication and training analysis

You do not design implementation in a vacuum. You design it from your
communication analysis (Quest 5) and your training analysis (Quest 6).

In Quest 5, you analyzed each stakeholder group’s:
o Loot/Benefits - What they gain from the change.
e Perils/Fears — What they worry about.
e Needs - What they need to know, when, and how.
e Channels - How they prefer to receive information.
In Quest 6, you added:

e How many people are in each group.
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e Where they are located geographically.
e What multi-channel, multi-media training they need.

Now you use that same analysis to design a phased, coordinated rollout that
respects benefits, fears, scale, and location.

For each stakeholder group, you ask:
e When should they go live?
o Should they be in the first wave or a later wave?
o Does their readiness depend on other groups?
o Does their location or size make them a good pilot group?
e What do they need right before go-live?
o What final communication do they need?
o What final training or refreshers do they need?
o What support do they need on day one?
e What do they need after go-live?
o What reinforcement communication do they need?
o What additional training or coaching do they need?
o How will you capture feedback and fix problems?

A good launch plan is phased, audience-specific, and coordinated across
communication, training, and support.

Quest 7 in quest language
In quest terms, Quest 7 is launching the quest campaign.

You are not just flipping a switch. You are sending out the party in waves, with each
wave supported by communication, training, and support.

Think of your implementation as:
e Pilot wave - A small, controlled group that tests the new system or process.

e First wave - An early group that validates the approach and builds
momentum.

e« Main waves - The bulk of the organization, rolled out in manageable phases.
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Final wave - The remaining groups, including hard-to-reach or complex
locations.

Reinforcement phase - Ongoing support, coaching, and communication after
all waves are live.

Each wave is a campaign phase with its own communication, training, and support

plan.

Phased rollout based on communication analysis, scale, and
location

Using your communication and training analysis, you can design different rollout
strategies for different groups.

For each stakeholder group, you consider:

How ready are they?
o Do they understand the benefits and have their fears addressed?
o Have they completed the required training?
o Do they have the tools and access they need?
What is their size and location?
o Is it a small group in one site, or a large group across many countries?

o Does their size or spread make them a good pilot, or a group that
should go later?

o Do they need localized support, translations, or time-zone-aware help?
What is their impact on the overall mission?

o Are they critical to the success of the change?

o Are they a bottleneck if they fail?

o Are they a group that can influence others if they succeed?
What communication and training do they need at each phase?

o What pre-launch communication do they need?

o What go-live communication do they need?

o What post-launch reinforcement do they need?

o What training refreshers or just-in-time support do they need?
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A good launch plan is phased, audience-specific, and scaled to the number of
people and their locations.

Using this analysis, you can design different rollout strategies for different groups.

For example:

e The Vanguard (High influence, high impact, small group, one site) may be a
good pilot wave:

o

o

o

@)

o

Test the new system or process with them first.

Use them to validate communication messages and training materials.
Capture their feedback and fix issues before larger waves.

Use their success stories to motivate other groups.

Provide extra coaching and support to ensure a strong start.

e The Sentinel (High influence, low impact, medium group, multiple sites) may
be a first wave:

@)

@)

@)

o

Go live early to show leadership support and momentum.

Provide targeted communication that highlights benefits and addresses
fears.

Offer virtual training sessions that work across sites.

Use their adoption to signal that the change is serious and supported.

e The Frontline Explorers (Low influence, high impact, large group, multiple
countries) may be in the main waves:

@)

@)

@)

o

o

Roll out in regional or country-based phases to manage scale.

Use virtual training, e-learning, and local champions to support large
numbers.

Provide communication that is localized for language and context.
Offer office hours that respect time zones.

Capture feedback from each region and adapt support accordingly.

e The Bystanders (Low influence, low impact, very large group, many
locations) may be in the final wave:

o

o

Go live after the bulk of the organization is stable.

Provide self-paced, on-demand training that scales.
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o Use simple, clear communication that reinforces the change.
o Offer minimal but adequate support.

Your implementation plan becomes a map of campaign phases, not a single go-live
date. Each phase is designed to maximize benefits and reduce fears for that group,
using multi-channel, multi-media communication and training, and scaled to the
number of people and their geographic location.

What the change leader does here

In Quest 7, the change leader is part commander, part coach, part coordinator. The
job is to:

e Take the communication and training analysis from Quests 5 and 6.

o For each stakeholder group, determine when they should go live and what
they need at each phase.

o Design a phased rollout strategy that respects size, location, readiness, and
impact.

e Coordinate:

o Communication - Pre-launch, go-live, and post-launch messages that
address benefits and fears.

o Training - Final refreshers, just-in-time support, and coaching.

o Support - Help desks, office hours, local champions, and
problem-solving.

e Build in feedback mechanisms: surveys, feedback forms, metrics, and
debriefs after each wave.

e Adjust the plan based on what you learn from each wave.

In the quest frame, this is where you launch the campaign and guide the party
through each phase. You are not just flipping a switch. You are managing a
coordinated journey.

Why this step is foundational

This seventh quest matters because implementation is where the rubber meets the
road. You can have a clear mission, a good communication plan, and great training,
but if the rollout is chaotic, the quest will fail.

If you skip this step, you may:

e Roll out too quickly and overwhelm people.
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e Miss critical feedback from early phases.
o Create bottlenecks where people can’t get help.
e Waste resources rework because issues could have been caught earlier.
e« Lose momentum and energy as confusion spreads.
Quest 7 keeps the change effort coordinated, phased, and responsive.

Moving to the next quest

Once the campaign is launched and the waves are underway, the next step is to

make sure the change sticks. That is Quest 8: Reinforce the Quest (Sustainment).

You will ensure that the new ways of working become the new normal and that
benefits are realized.

But before that, you need a clear launch campaign that integrates communication
training, and support, and is scaled to the number of people and their geographic
location.

Every good quest requires a coordinated campaign. Every good change effort
requires a phased rollout that respects benefits, fears, scale, and location. Only
then can the party move forward with confidence and momentum.

!

62



Chapter 10 — Quest 8: Reinforce the Quest

Look at your quest log. You've successfully completed the grand deployment
sequence: defining your clear coordinates of victory (Quest 1: Understand the
Mission), returning with the scout's map of where the ground is firm or shaky
(Quest 2: Assess the Terrain), and assembling your party roster of Navigators,
Explorers, and Champions (Quest 3: Map Your Quest Roles).

From there, you analyzed the power and relationships across the grid (Quest 4:
Understand the Quest Landscape), wired up airtight multiplayer transmission
frequencies to address benefits and fears (Quest 5: Design the Quest-Flow), and
ran your players through sandbox environments to upgrade their stats (Quest 6:
Skill-Up the Quest Team). Finally, you coordinated your strategy to deploy the
rollout in phased campaign waves across the organization (Quest 7: Launch the
Quest Campaign).

The initial smoke from launch day has cleared and the gates are open. Your people
have taken their first steps into the new system, but these new habits are still
fragile. If the sponsor disappears now, players will quietly abandon the new world
and slide back to their legacy routines. To prevent system erosion and ensure your
hard-won benefits are permanently realized, you must shift from deployment mode
to reinforcement architecture

Now you move to Quest 8: Reinforce the Quest.

e
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In game terms, this is the moment when the party makes the new way their normal
way. You already know the mission, the terrain, the roles, the communication flow,
the skill-up path, and the rollout plan. Now you need to make sure the change
sticks and that momentum does not fade.

In change management, this is sustainment and reinforcement. You are not “done”
because you went live. You are done when the new ways of working are embedded,
habitual, and producing benefits.

Why reinforce matters

Many change efforts treat implementation as the end. They say things like:
¢ "We went live, so we're done.”
e “Training is finished, so people should be on their own.”
“We'll send a summary email and close the project.”

But change is not a single event. It is a journey. People revert to old habits, new
issues surface, and momentum fades if there is no continued support.

If you treat change as “fire and forget,” you will:
e Lose momentum as people return to old ways.
e See benefits erode over time.
e Miss early warnings that the change is not working as intended.
o Create frustration when people feel abandoned after go-live.
o« Waste all the investment you made in communication, training, and rollout.

Quest 8 is where you maintain momentum and make the change stick. You stop
thinking of implementation as “the end” and start thinking of it as the start of a
new normal.

The foundational wisdom behind reinforcement

APMG emphasizes that change must be reinforced and embedded to be sustainable.
Prosci’s methodology also highlights the importance of ongoing sponsor
engagement, reinforcement activities, and measurement after go-live to ensure
benefits are realized.

Your 8-step method builds on that same wisdom. Quest 1 defines the mission.
Quest 2 assesses the terrain. Quest 3 lists the roles. Quest 4 analyzes the
landscape. Quest 5 designs the communication flow. Quest 6 designs the skill-up
journey. Quest 7 launches the campaign. Quest 8 reinforces the quest.
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Reinforcement starts with sponsor commitment

The single most important factor in sustainment is continued sponsor support.

Sponsors are not just people who sign off at the start. They are the driving force
that keeps the change alive after go-live. If sponsors disappear after launch,
momentum fades. If sponsors stay engaged, momentum continues.

But sponsors cannot stay engaged by sending an occasional email. They must be on
the pulse of what is happening. They must be actively listening, watching, and
responding.

For each stakeholder group, sponsors must:
o Stay on the pulse.
o Regularly check in with teams, managers, and local champions.

o Listen to feedback from surveys, office hours, help desks, and
debriefs.

o Watch for early signs of resistance, confusion, or backsliding.

o Monitor metrics and adoption data to see where problems are
emerging.

e Address issues quickly.
o Fix problems as soon as they surface, not weeks later.
o Remove obstacles that prevent people from using the new way.
o Provide additional resources, training, or support where needed.

o Make sure people see that their concerns are taken seriously and acted
on.

e Praise success consistently.
o Publicly recognize teams and individuals who adopt the change well.
o Share success stories and early wins across the organization.

o Celebrate milestones and progress in meetings, emails, and
communications.

o Make sure people see that their effort is noticed and appreciated.
e Continue communication after go-live.

o Send regular updates about progress, benefits, and next steps.

65



o

o

o

Share success stories and early wins from that group.

Acknowledge challenges and show how they are being addressed.

Continue to address any remaining fears and highlight benefits.

Maintain visibility in the new way of working.

o

o

o

o

Attend reinforcement sessions and debriefs.
Speak about the change in leadership meetings.
Use the new system or process themselves.

Show that the change is still a priority.

Hold the line on accountability.

o

@)

o

o

Expect people to use the new system or process.
Reinforce that the old way is no longer acceptable.
Address resistance or backsliding when it appears.

Make sure performance expectations reflect the new way.

A good sustainment plan is sponsor-driven and sponsor-visible. It does not assume
sponsors will “do their part” and then disappear. It actively engages them
throughout the reinforcement phase, keeping them on the pulse to address issues
and praise success.

Quest 8 in quest language

In quest terms, Quest 8 is reinforcing the quest.

You are not just wrapping up. You are making sure the party never returns to the

old way.

Think of your reinforcement as:

Victory debriefs — Sessions after each wave to capture what worked and what

didn't.

Success celebrations — Public recognition of teams and individuals who
adopted the change well.

Ongoing coaching - Continued support for people who struggle or need more
practice.

Check-ins and metrics — Regular reviews of whether the change is being used
and whether benefits are appearing.
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e Sponsor presence - Sponsors staying on the pulse, addressing issues quickly,
and praising success consistently.

Each element is a reinforcement checkpoint that keeps the quest on track.
A good reinforcement plan is ongoing, sponsor-driven, and
phased over time.

Using this approach, you can design different reinforcement strategies for different
groups.

For example:
e The Vanguard (High influence, high impact, small group, one site) may need:

o Frequent debriefs and check-ins with sponsors.
o Sponsors staying on the pulse through regular one-on-ones.
o Public recognition of their early wins and success stories.
o Continued coaching for any remaining gaps.
o Direct sponsor involvement in fixing issues quickly.
o Regular metrics reviews to ensure benefits are realized.

e The Sentinel (High influence, low impact, medium group, multiple sites) may
need:

o Regular sponsor communications that highlight benefits and success.
o Virtual check-ins that work across sites.

o Continued accountability for using the new way.

o Sponsors praising success in regional meetings and emails.

o Occasional reinforcement sessions to keep momentum.

e The Frontline Explorers (Low influence, high impact, large group, multiple
countries) may need:

o Region-based check-ins with local champions and sponsors.

o Regular updates that are localized for language and context.

o 0Ongoing access to help desks and office hours across time zones.
o Continued training refreshers for people who struggle.

o Sponsors praising success in regional communications and meetings.
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o Metrics reviews that track adoption and benefits by region.

e« The Bystanders (Low influence, low impact, very large group, many
locations) may need:

o Simple, clear sponsor communications that reinforce the change.
o Self-paced refreshers and job aids available on demand.

o Minimal but adequate support.

o Periodic check-ins to ensure they are not falling back.

o Sponsors praising success in organization-wide communications.

Your reinforcement plan becomes a map of ongoing support, not a single “done”
date. Each phase is designed to maximize benefits and reduce fears for that group,
with continued sponsor engagement, sponsors on the pulse, quick issue resolution,
and consistent praise of success at the center.

What the change leader does here

In Quest 8, the change leader is part coach, part coordinator, part sponsor enabler.
The job is to:

e Take the communication and training analysis from Quests 5 and 6, plus the
rollout plan from Quest 7.

e For each stakeholder group, design a reinforcement plan that includes:

o Post-go-live communication that continues to address benefits and
fears.

o Ongoing training refreshers, coaching, and just-in-time support.
o Check-ins, metrics, and debriefs after each wave.
o Success celebrations and recognition of early wins.
e Actively engage sponsors throughout the reinforcement phase:
o Schedule regular sponsor check-ins and debriefs.
o Prepare sponsor communications and success stories.

o Equip sponsors to stay on the pulse, address issues quickly, and praise
success consistently.

o Make sure sponsors understand that sustainment is not fire and forget.

o Provide sponsors with metrics, feedback, and success stories they can
use.
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Build in feedback mechanisms: surveys, feedback forms, metrics, and
debriefs.

Adjust the plan based on what you learn.

In the quest frame, this is where you keep the party moving and make sure they
never return to the old way. You are not wrapping up. You are ensuring the quest
succeeds in the long term.

Why this step is foundational

This eighth quest matters because change is not won at go-live. It is won when the

new ways of working become the new normal and benefits are realized over time.

If you skip this step, you may:

Lose momentum as people return to old ways.
See benefits erode over time.
Miss early warnings that the change is not working as intended.

Create frustration when people feel abandoned after go-live.

Waste all the investment you made in communication, training, and rollout.

Thinking in terms of “fire and forget” is dangerous. Sponsors must stay engaged.
Sponsors must be on the pulse. Sponsors must address issues quickly and praise
success consistently. Momentum must be maintained. Reinforcement must be
ongoing.

Quest 8 keeps the change effort alive, embedded, and productive.

The journey is complete

Once the reinforcement phase is underway and the new ways are becoming the
new normal, the 8-quest journey is complete.

You have:

Defined the mission.

Assessed the terrain.

Mapped the quest roles.
Understood the quest landscape.
Designed the quest-flow.

Skill-up the quest team.
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e Launched the quest campaign.
e Reinforced the quest.

Every good quest requires a final phase of reinforcement. Every good change effort
requires continued sponsor support, sponsors on the pulse, quick issue resolution,
and consistent praise of success—not “fire and forget.” Only then can the change
become the new normal and benefits be realized.

70



Chapter 11 — Macro Level Ecosystem

You've completed Quest 8: Reinforce the Quest. The change has been launched,
supported, and reinforced. The 8-step method is complete.

Now you enter a new space - a larger macro level: the PMO ecosystem.

In game terms, this is the command hub where quests are built, sequenced,
tracked, and delivered. The PMO is where timelines, dependencies, milestones,
governance, and reporting live. The change quest does not replace that structure. It
moves inside it, because every change that reaches the organization has to pass
through the machinery that delivers it.
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Why the PMO matters

A PMO is not just an administrative checkpoint. In a healthy transformation
environment, it is the place where the work is organized, risks are surfaced,
priorities are managed, and delivery is made visible.

But delivery alone is not enough. A project can finish on time and still fail if people
do not adopt the new way of working. That is why the PMO ecosystem must make
room for change readiness, adoption, and reinforcement, not just scope, schedule,
and cost.

The quest and the build

Think of the PMO as the Guild of Builders. It shapes the road, lays the foundation,
and keeps the campaign moving. The change quest is the Quest Guild that makes
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sure people can actually travel the road, use the tools, and live in the new world
once the build is complete.

The two must work together:
e The PMO tracks delivery.
e The change quest tracks readiness.
e The PMO manages dependencies.
e The change quest manages adoption.
e The PMO reports progress.
e The change quest reports people risk and behavior change.

If those two streams are separated, the organization gets a false sense of success.
The project may look green while adoption is red.

What changes in the PMO ecosystem

When the change quest lives inside the PMO ecosystem, the governance model
expands. Stage gates should not only ask whether the deliverable exists. They
should also ask whether people are ready, whether communications have landed,
whether training is complete, and whether sponsors are still engaged.

That means the PMO ecosystem should include:
e Delivery milestones.
e Change readiness checkpoints.
e Adoption and sentiment indicators.
e Sponsor visibility.
e Training and communication dependencies.
o Post-go-live stabilization tracking.
This is not extra decoration. It is what turns project outputs into realized value.

The change leader’s role in the ecosystem

The change leader acts as the bridge between the quest and the build. The PMO
may own the schedule, but the change leader keeps the people side visible inside
that schedule. That includes translating project milestones into change milestones,
flagging readiness risks early, and making sure sponsor attention stays on the right
issues.

72



The change leader should also make sure the PMO sees the full picture. A milestone
that is technically complete may still be functionally incomplete if users are
confused, unsupported, or resistant. The change leader helps the PMO understand
when “done” is not yet “adopted”.

Why this chapter matters

This chapter matters because many organizations treat project delivery and change
adoption as separate worlds. They are not. The PMO ecosystem is the structure
where the quest becomes real. If the change quest is not integrated there, it risks
becoming a side conversation instead of a core part of delivery.

In the quest frame, this is where you learn that every mission must fit the
machinery that is carrying it. The builders and the quest guides are different roles,
but they must move in rhythm if the change is to succeed.

Moving onward

Once the quest is living inside the PMO ecosystem, you can step back and look at
the broader picture. That is where the quest garden begins: multiple initiatives,

shared stakeholders, overlapping seasons, and interconnected routes. But before
you can tend the garden, you must understand the system that hosts each quest.
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Chapter 12 — Tend the Quest Garden

You understand the Macro Level Ecosystem. The change quest now lives inside the
delivery machinery that carries it forward. But the organization is not made of one
quest. It is made of many.

Now you enter the quest garden.
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In game terms, this is the wider landscape where multiple quests grow side by side.
Some are just being planted. Some are in bloom. Some are being harvested. Some
are waiting for better weather. And some are competing for the same sunlight,
water, and attention. A portfolio of change is not a set of isolated battles. It is a
living ecosystem that must be tended over time.

Why the quest garden matters

Many organizations treat each initiative as if it exists on its own island. One project
launch, another follows, a third is already underway, and the same people are
asked to support all of them. That creates overload, confusion, and fatigue. The
result is not just slower adoption. It is saturation.

A quest garden view helps you see the full field. It shows where initiatives overlap,
where people are being asked to absorb too much, and where the same sponsors,
managers, or teams are carrying too many burdens at once.
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One garden, many quests

A quest garden is a way of seeing a portfolio of change as one connected system.
Each initiative has its own terrain, roles, season, and feedback loops. But the same
stakeholders may appear in more than one quest. The same sponsors may be
asked to champion several efforts. The same middle managers may be translating
multiple changes at once.

That means you cannot judge each quest in isolation. You also have to ask:
e« What other quests are already in the garden?
e« Which teams are being asked to support more than one change?
e Which sponsors have limited bandwidth?
e Where is change collision likely to happen?

e Where is the garden already saturated?

Seasons, terrain, and overlap

In the quest garden, every initiative has its own season. Some changes need
planting time, some need growth time, and some need reinforcement time. If you
crowd too many quests into the same season, you create competition for attention,
time, and credibility.

That is why portfolio thinking matters. It helps you sequence initiatives, reduce
collisions, and prevent change fatigue before it hardens into resistance. The garden
is healthiest when leaders understand which quests can coexist, which ones need
spacing, and which ones need more support.

Shared stakeholders across quests

One of the biggest reasons to think in terms of a quest garden is that the same
people often show up again. A sponsor in one quest may be a sentinel in another. A
manager may be a navigator in three initiatives. An impacted player in one project
may become an ally in the next.

This means stakeholder management is not just a project activity. It is a portfolio
discipline. You need to understand the cumulative burden and the cumulative
opportunity that each person carries across the garden.

What the change leader does in the garden

In the quest garden, the change leader becomes part gardener, part forester, and
part portfolio scout. The job is to:

e Map all active and upcoming quests.
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o Identify shared stakeholders and overlapping impacts.
o Detect change saturation and collision.

e Advise on sequencing, spacing, and prioritization.

e Protect sponsor bandwidth.

e Help the organization avoid overwatering one part of the garden while
neglecting another.

The goal is not to stop growth. The goal is to cultivate it wisely.

Why this chapter matters

This chapter matters because organizations rarely fail from lack of change. They fail
from too much change in the same place at the same time. A quest garden makes
that visible. It lets leaders see change as a living portfolio rather than a collection of
disconnected events.

In the quest frame, this is where the story expands beyond one mission and
becomes a living ecosystem of quests, seasons, and relationships. That is where
the change journey becomes strategic, not just tactical.

Closing the garden

The quest garden does not replace the individual quests. It gives them context. It
helps you see how one quest affects another, where the same people are being
stretched, and how to keep the whole ecosystem healthy. When you tend the
garden well, the organization can grow multiple changes without burning out the
people who must live them.
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Chapter 13 — The Quest, the Ecosystem, and the
Garden

You have now seen the full journey.
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You have moved from the first mission briefing to terrain assessment, from
stakeholder roles to communication flow, from training to implementation, from
reinforcement to the PMO ecosystem, and from one change to a broader garden of
connected change. The model is complete. But the deeper lesson is bigger than any
one quest.

Change does not live as a one-off event. It lives as a quest inside an ecosystem,
and that ecosystem is part of a larger garden of change.

One quest, many layers

At the smallest level, each initiative is a quest. It has a mission, a terrain, roles,
allies, protectors, sentinels, communication paths, training needs, and a
sustainment phase. That is the core 8-step method, and it works because it treats
change as a journey that people can understand, follow, and support.

But no quest stands alone. Every quest lives inside a delivery environment: the
PMO, the sponsor structure, the governance model, the project schedule, and the
reporting cadence. That is the ecosystem. It is the world that carries the quest
forward and gives it structure.
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And beyond that sits the garden: the full portfolio of change, where multiple quests
grow together, overlap, compete for attention, and shape one another. In a garden,
you do not tend one plant at a time in isolation. You manage sunlight, water,
season, spacing, and growth as a whole system.

Why the ecosystem matters

The ecosystem view matters because change is never just about the project. It is
about whether the organization can carry the project into real life. The PMO may
deliver the structure, but the change quest ensures people are ready, supported,
and able to use it.

That means the ecosystem must hold both delivery and adoption. Milestones
matter. So do readiness checks. Progress matters. So do sentiment, capability,
sponsorship, and reinforcement. A project may be on track in the PMO and still be
off track in the human world if people are not prepared to live the change.

This is why the quest cannot be separated from the ecosystem. The quest needs
the ecosystem to survive, and the ecosystem needs the quest to create value.

Why the garden matters

The garden view matters because organizations rarely change one thing at a time.
They run multiple initiatives at once. The same managers, sponsors, and employees
appear repeatedly across different efforts. That creates both opportunity and strain.

A garden lens helps you see cumulative load, overlapping impacts, and repeated
demands on the same people. It helps you spot change fatigue early and make
better decisions about timing, sequencing, and priority. It also helps you avoid the
mistake of treating every initiative as if it were the only one in the field.

In the garden, some quests are seedlings. Some are growing. Some are ready to
harvest. Some need pruning, protection, or space. The job of leadership is not to
force everything to bloom at once. It is to cultivate the right conditions for growth.

Shared stakeholders, repeated roles

One of the clearest lessons of the garden is that people do not belong to only one
quest. A sponsor in one initiative may be a sentinel in another. A navigator in one
change may be an impacted player in the next. The same committee may review
several changes in sequence, and the same managers may have to translate
multiple stories at once.

That means the change leader must think beyond the single project. Stakeholder
management becomes portfolio management. Communication becomes cross-
initiative sensemaking. Sponsorship becomes a capacity issue. And support
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becomes something that must be coordinated across the whole garden, not just
one flowerbed.

Seasons, spacing, and feedback

A garden grows in seasons. So does an organization. Some changes need time to
prepare the soil. Some need a fast launch. Some need reinforcement before the
next wave arrives. If too many quests are planted in the same season, the garden
becomes crowded and brittle.

This is why sequencing matters. Good change portfolio management is not only
about choosing the right initiatives. It is about placing them in the right order, at
the right pace, with the right support and the right feedback loops. The more visible
the ecosystem becomes, the easier it is to balance ambition with capacity.

The gardener’s role

In this model, the change leader is no longer just a planner or a trainer. The change
leader becomes a gardener of the ecosystem.

That means:
e Tending each quest with the right support.
e Watching the health of the ecosystem, not just the success of one project.
e Spotting saturation before it turns into resistance.
e Helping sponsors, PMOs, and managers see the cumulative picture.
e Making sure the right things are growing in the right places at the right time.

The gardener does not control every leaf. But the gardener creates the conditions
where growth is possible.

The full picture
Here is the full model in one view:
e A quest is a single change initiative with its own mission and journey.
e An ecosystem is the environment that delivers and supports that quest.

e A garden is the portfolio of connected quests that shape organizational life
over time.

This is the language of the whole book. It lets you see the details without losing the
system, and it lets you see the system without losing the people.
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Closing the loop

The real power of this framework is that it honors both structure and humanity. It
keeps the discipline of change management intact, while making it easier to
understand, remember, and use. That is what the quest language gives you: a way
to make the work visible, shared, and alive.

When you manage one quest well, you increase the odds of success. When you
align the quest with the ecosystem, you increase adoption. When you tend the
garden, you build organizational capacity for the next change and the one after
that.

That is the real endgame: not just one successful change, but a healthy
organization that can keep growing.
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Chapter 14 - Summary — The Change Quest in Full

This book began with a simple idea: change should not feel like a dry project plan.
It should feel like a quest people can understand, enter, and complete together.
That is why the framework moves from mission, to terrain, to roles, to
communication, to training, to launch, to reinforcement, and then outward into the
PMO ecosystem and the larger quest garden.
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At the heart of the model is a straightforward truth: people do not change because
a plan exists. They change when the mission is clear, the terrain is understood, the
right people are involved, and the support around them is active and sustained.

What the quest model gives you
The quest model gives you a way to see change in stages:
e First, you understand the mission.
e Then, you assess the terrain.
e Next, you map the roles.
e After that, you design the communication flow.
e Then, you skill up the team.
e After that, you launch the campaign.

o Finally, you reinforce the quest so the change sticks.
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That sequence matters because it matches how successful change unfolds: prepare,
plan, implement, embed, and review. It also keeps the human side of change
visible instead of hiding it behind project language alone.

What the ecosystem adds

The quest does not happen in isolation. It lives inside the PMO ecosystem, where
delivery discipline, governance, milestones, dependencies, and reporting are
managed. That is where project work and change work must stay aligned, because
a project can be delivered and still fail in adoption if the people side is ignored.

The ecosystem view reminds us that change is never just one stream of activity. It
is part of a larger operating environment that must support readiness, adoption,
sponsorship, and reinforcement alongside delivery.

What the garden adds

The garden view expands the model again. Organizations do not manage one
change at a time. They manage many. The same people appear across multiple
initiatives, and the same sponsors, managers, and teams are often asked to absorb
repeated waves of change.

That is why portfolio thinking matters. It helps you see cumulative impact, change
saturation, timing, and sequencing across multiple initiatives. In a garden, some
efforts are planting, some are growing, some are ready to harvest, and some need
pruning or rest. The job of leadership is to tend the whole system, not just one
plant.

The leadership lesson

The deeper lesson of the book is that successful change is both structured and
human. It needs discipline, but also rhythm. It needs governance, but also story. It
needs process, but also a way for people to see themselves in the journey.

That is what the quest language does. It makes the work easier to remember,
easier to share, and easier to use. It turns change from something done to people
into something people can take part in.

Final takeaway

If you remember only one thing from this book, remember this:

A change initiative is a quest. A quest lives inside an ecosystem. And the
organization is a garden of connected change that must be tended with
care.

When you lead that way, you do more than deliver a change. You build the capacity
for the next one.
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Chapter 15- Epilogue — The Quest Continues

Every quest has an ending, but change does not really end. It becomes the ground
for the next journey, the next season, and the next wave of growth.

That is why this book closes not with "mission accomplished,” but with a reminder:
the work of change is ongoing. Each quest teaches the organization how to move
better, communicate better, learn better, and support people better the next time
around.

If you have followed the journey from mission to garden, you now have more than
a method. You have a way of seeing change as something alive, connected, and
human. You know that a single initiative is a quest, that a quest lives inside an
ecosystem, and that the organization itself is a garden of connected change that
must be tended with care.

The next quest may look different. The terrain may shift. The roles may change.
The sponsors may change. But the same principles still hold: define the mission
clearly, read the terrain honestly, support the people fully, and keep the garden
healthy.

So the real message is simple: do not leave the quest behind. Carry the learning
forward. Tend the garden. And when the next change arrives, begin again with
clearer eyes and steadier hands.
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