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LEAVITT’S DIAMOND
By Andy Eklund (AndyEklund.com)

In 1965, Harold Leavitt developed Leavitt’s Diamond (also known
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as Leavitt’s System Model) as a methodology to analyse the
organisation-wide effects that a change program will have.

The author outlined 4 independent components of every

organisation: people, process or tasks, structure and technology.

People

He argued that to have successful ‘integrated change’, it is crucial
to understand the connection between each component.

People — the employees who do the work, as well as stakeholders who influence

Areas of Interest: Leadership, managers, the ‘do-ers’, roles and responsibilities, culture, silos

Objectives

To understand how the future process will impact on roles and responsibilities (e.g.,
reallocation of activities or tasks)

To appreciate how ways of working will be impacted

To identify how the future process will affect culture (e.g., change from operational to
advisory culture)

Process (aka Task) — how things are done, helps people do better work

Areas of Interest: Protocols, procedures, risks, communications

Objectives

To understand how the future state differs to current state

To identify and quantify the areas of difference by process

To appreciate how the processes will differ in terms of number of steps, how much time is
necessary, and what roles should/will be involved or impacted

To gather volume data in order to prioritise impacted processes

Structure — how we are organised

Areas of Interest: Teams, hierarchy, influence, locations

Objectives

To understand how people are organised or grouped

To understand who has control or influence (often by either hierarchy or politics) to realise
how work is managed

To understand how and if geographical boundaries influence how change will be accepted or
implemented

To understand how work flows throughout the organisation by communications
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Technology - helps people do better, more effective work

Areas of Interest. Equipment, hardware, software, training

Objectives

To understand how the degree of future automation compares to current state
To identify perceived future skills and knowledge requirements
To highlight training requirements for the roles within this new process

Successful change means finding the right balance between all of them

INSTRUCTIONS

1. Identify the current situation today of each component

Tasks. Identify your work unit's main tasks, including both routine and key tasks.

What is the staff expected to do? How do staff get work done? Why does the work unit
exist?

People. Define the people collectively within your work unit. People are often the key
consideration in any change initiative because skillsets and staff attitudes greatly affect the
success of change in any organization.

What are their beliefs, attitudes, and behaviours? What is their response to the proposed
change? What are their skill levels? What are they trained to do? What are the rewards
that motivate them? What is their work culture?

Structure. Determine how the structure affects how people work together both inside and
outside their teams.

What is the hierarchy in your work unit? Is the unit centralized or decentralized? Where is
the control at each level? How are the work units divided? What is the geographical
breakdown (if everything isn't at one location)? How are duties divided? What is the work
flow? What is the communication flow?

Technology. Identify the technology that your work unit uses by making these two lists:

v Key equipment and processes that enable and support your business functions,
including computer systems, essential software, devices — anything that enables
communication and work flow.

v’ Tools you can use to implement the proposed change, including things such as seminars
and training materials.

2. Analyse the impact of the proposed change

Starting with the component where the change will start, explain the change — such as a new
procedure for compliance (task), a new CEO (people), a merger of restructure of the
company (structure), or new software (technology)

Based on where the change starts, what will be the impact to the other three components?
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SAMPLE QUESTIONS by COMPONENT

PEOPLE: Who does the work
TASKS: What do people do
STRUCTURE: How people and tasks are organised

TECH: What people and teams need to do the work

PEOPLE: Who does the work? (Employees first, MAYBE customer second)

Leavitt’s Diamond (updated December 2024)

How many will be affected? And how exactly? If phased, how and what areas will be the
priority?
What's in it for them?

How many jobs may be affected and in what way? Will there be redundancies or changes to
employee contracts (of any type)?

How flexible can we be with how employees might work in the future, in light of COVID or
working remotely?

What changes will there be to the various levels of the organisation? How can we involve
frontline staff in the change?

How can we involve frontline staff in the change? Use their knowledge?
How will we handle recruitment for new people (or for people who leave?)
Will we need to downsize?

What are the known risks vs unknown risks?

What will be the business impact on how people to their jobs?

How will we retain people?

How will we support people throughout the change?

How will this affect our culture? Work-life balance?

What will be the impact on our culture? How will we build and maintain that change to our
culture?

What is the impact on our organisational values?
What’s the impact on the organisation’s structure?
What current and future skills will our employees need?

How will be develop a training plan to match the proposed change? Of the staff who will
need training, how will we determine the best way to train?

Who might play a role in the planning and/or implementation? (Champions, agents or
sponsors?)

How will we support people through the change and afterward?

What (and where) is the resistance to change in the organisation?

Could there be impacts to staff wellbeing?

How should we communicate the change to people?

What opportunities for promotion or development might this change bring about?
Will the titles remain the same?

Will the job descriptions need updating?



TASK or PROCESS: What do people do and how?
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What is the current state? How do people implement the task or process now, and what’s
successful and not successful about the current state?

Which tasks will be obsolete or created?
Which teams will need to adopt the new tasks/processes first?

Who decided on the change? How will it not only impact our employees, but will it also
affect our customers?

Who decided on this change? Why this process and not another one? What are the pros
and cons of this process?

Is there a risk to operations (or other departments?)

What are the key processes up for review?

What works now? What doesn’t work now?

What's the cost of the change to our processes?

What new or different skills will we need to develop training? Are any of our staff skilled
already?

How long to train new tasks?

How will people’s jobs (or team) be affected

What do we need to put into place to current BAU and train new?
Will it still comply with requirements, benefits of the new ways?
How will individual benefit from this change?

Who will map the change?

What history (good or bad) have we had with changing processes?

Where will the implementations start? How long will it take?

What are the risks of the process roll-out?

What is the best way to communicate the change or process? Should there be a priority or
order to who changes first?

In the priority areas of change, how long have staff been with the organisation?

Is there a history of previous change projects in this area, and were they successful? What
didn’t work in previous change projects and how could we improve in the future?

How large or small is the actual change? Is it an adaptation of a current process, or a wholly
new system?

Have we got the right organisational structure in place to implement?

How will it affect the businesses outcomes KPI, profit, functionality — some staff need more
training etc.

How can explain and help people get on board with the change, what disruption will it bring
to the business?



STRUCTURE: How are people and tasks organised?
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How will the proposed change affect the structure (up and beyond the changes to People)?
Why does the current system need to be changed? Who says?
What works currently? What doesn’t work? What needs to be adjusted?

What is the organisational structure now, and will it change? What’s the impact on the
current structure, including both advantages and drawbacks? (Will it affect our different
locations for ex?)

What is the financial impact of changing the structure?

Who determined the structure needed to be changed, and why? Why now?
What does our competition do in terms of structure?

Have all options been explored? What’s our Plan B?

Can we implement in this current office space? Will the new structure change how we work
day to day? How will those who work from home be affected?

Will it be a full roll out or a phased roll out?

Will the location roll out amongst the structure take place? Will specific structures (like a
department or location) change first? Or will the roll-out be identical?

Is there a separate project team that handles the work flows?

How will stakeholders — both internal and external — be consulted?

What are the timelines for the change on the structure (department, location)?

Will this new structure change require new technology, different skills, new procedures?
What is impact of this structure change on the staffing needs?

Does IT have capacity to provide new technology?

Does HR have capacity to support new staffing changes?

Will it require a business plan?

Can security breaches be contained in our current structure?

Is this structural change temporary or permanent?



TECHNOLOGY: What people use to work better (efficient, effective)?

e What technology do we use now vs. what technology will we use in the future?

e Why do we need the technology change? Who says, and what proof?

e What technology is changing? What this technology and not another technology?
e What is the risk of not changing?

e What is the cost of the change?

e  What is the impact of the change?

e How extensive is the change?

e Will COVID affect the change? Can it work remotely? Do we have enough licenses for all
employees?

e How ‘future-proof’ Is this new technology? How soon will we need to change or upgrade
this technology?

e How will the new technology change business as usual?

e How does this technology compare with our competition’s choice?

e What are the privacy and security measures?

e How will we change and integrate the before and after tech?

e What exactly will the new tech do? Create efficiencies?

e How immediate will the tech change be felt? Who will it affect first?

e How will we roll out the tech? By stages? Which stage?

e How many people or departments (structure) will be affected by the change?

e Who trains the new tech? Are they internal/external trainers? How expensive will external
trainers be?

e What training materials will we need to create? Training Guides, Policy Documents, Cheat
Sheets

e What resistance will there be to the change? It is real or perceived?

e When is the change coming to effect?

e What resources do we need for the change? — money, people

e What is the anticipated resistance or challenges for the change to take effect?

e  What are the flow and effects of the change?

DRAWBACKS
Leavitt’s Diamond does not ...

e Consider external influences, such as customers or joint venture partners

e Provide a road map on what to do
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