
 
 

 
Have you ever tried implementing changes in your business that you knew would 
make things better, only to face resistance from your team? Read my case study 
below, then share your own experiences and insights in the comments—I’d love to 
hear how you’ve navigated similar challenges 

 
Case Study: Navigating Change as a Release Train Engineer 

When I stepped into the role of Release Train Engineer (RTE) for an established Agile 
Release Train (ART), I anticipated challenges. My predecessor had been in the role since 
the ART’s inception, and I was replacing someone whose processes and practices were 
deeply embedded in the team’s culture. However, as I assessed the current operations, I 
identified several areas where key processes had been abandoned or practices had 
become inefficient. I was confident that my years of experience equipped me to implement 
the necessary changes swiftly and effectively. 

Believing that I was making the best decisions for the team and the organization, I 
immediately began revamping operations. My focus was on optimizing workflows, 
reinstating critical processes, and ensuring smoother operations. On paper, the changes 
were logical and positioned to deliver better results. Yet, what I failed to anticipate was the 
human element—the intense resistance I encountered, even when the changes were 
beneficial. 

Challenges Faced 

1. Resistance to Change: Despite implementing improvements, the team was skeptical 
and resistant. Many were mentally disengaged, even though they complied 
superficially. 

2. Change Fatigue: The team was overwhelmed by the rapid influx of changes, which 
compounded existing skepticism. 



3. Lack of Buy-In: My approach unintentionally sidelined the team’s input, creating a 
disconnect between leadership intentions and team alignment. 

As feedback rolled in, I was baffled and frustrated. Why weren’t people embracing changes 
that were clearly for the better? The feedback revealed the root cause: the changes felt 
imposed, ignored the team’s existing mindset, and added stress to an already fatigued 
group. This hard lesson underscored a fundamental truth: no matter how good a change is, 
it will fail without the support and engagement of the people impacted. 

Lessons Learned 

1. People Over Processes: Effective change management prioritizes people. It’s not 
enough to implement the “right” solution—people need to feel included in the process. 

2. Pace Matters: Introducing too many changes too quickly can overwhelm teams, even if 
each change is beneficial individually. 

3. Empathy Is Key: Listening to concerns and understanding the context of resistance 
can transform opposition into collaboration. 

Techniques to Reduce Tension and Resistance 

1. Engage Stakeholders Early: Involve team members in the planning phase of changes. 
Solicit their input to ensure solutions align with their needs and experiences. 

2. Communicate the “Why”: Clearly explain the rationale behind changes, linking them 
to organizational goals and personal/team benefits. 

3. Small, Incremental Changes: Break changes into manageable steps to avoid 
overwhelming the team. 

4. Address Change Fatigue: Create a culture of change readiness by pacing changes and 
celebrating wins along the way. 

5. Provide Training and Support: Equip the team with the knowledge and tools to adapt 
to new processes confidently. 

6. Feedback Loops: Foster a continuous dialogue by seeking feedback regularly and 
making adjustments based on input. 

The Power of Change Management 

Statistics underscore the importance of effective change management: 



• Organizations with strong change management practices are 6 times more likely to 
achieve project objectives. (Prosci) 

• 70% of change initiatives fail due to resistance and lack of support from employees. 
(McKinsey & Company) 

• Employee engagement increases by up to 29% when they are involved in change 
planning. (Gallup) 

Change management isn’t a one-time event—it’s an ongoing process that must permeate 
all levels of an organization, from leadership to front-line teams. By building a culture of 
trust, inclusion, and communication, small businesses can navigate transitions more 
smoothly and sustain the momentum needed to thrive. 

Key Takeaways for Small Businesses and Leaders 

1. Understand Your Team: Recognize that each person’s perspective is shaped by their 
experiences and fears around change. 

2. Focus on Gradual Improvement: Small businesses often face resource constraints; 
use incremental changes to reduce disruption and build trust. 

3. Invest in Leadership Training: Leaders need the tools to manage not just operations 
but also the emotional aspects of change. 

4. Measure Success: Track progress, celebrate milestones, and share outcomes to 
reinforce the value of change efforts. 

By embracing these lessons and techniques, leaders and teams can approach change with 
a mindset of collaboration, turning resistance into resilience and ensuring long-term 
success. 
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