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Tired of
change
Why buy-in wears thin with every new change, and how to
keep your people on board

For HR leaders who steer one change after another. On trust, changes piling
up and what you can do before people check out.

S O U N D  FA M I L I A R ?  F I V E  C H A N G E S  I N  O N E  Y E A R Illustrative

New strategy

New system

Dept. restructuring

New rostering policy

Merger

355
companies reported a major
restructuring to the Dutch
employee insurance agency
(UWV) in 2025: the most in
ten years

nearly 1 in 2
employees in organisations
going through major change
is looking for another job

1 in 5
of them report more sick
days

For HR directors and HR managers, and for the leadership preparing
the next change.

Sources: UWV via Nieuws.nl (2026),
Integron (2025).

See page 14



K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

I N  O N E  M I N U T E

The whole story on one page
No time for fourteen pages? Here is the core, at a glance.

Five changes, two approaches Illustrative, not measured

IN THE RED

New strategy System Restructuring Rostering Merger

With explanation, feedback and closure

Only ever the next change

TRUST

The problem is not the fifth change. It is that the first four were never settled. The approach: after
every withdrawal, pay something back in.

F O U R  T H I N G S  TO  R E M E M B E R

1 Trust carries the most weight.
Across sixty years of research, the
strongest predictor of how people
respond to change.

2 Taking part helps.
People who can help shape the how
are more open to change.

3 Asking without acting costs.
People who hear nothing back say less
next time, or nothing at all.

4 Tired is not opposed.
Change fatigue is a signal, not
unwillingness. You can measure it and
do something about it.

Nobody is against change. Only against changes that never
get finished.
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K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

C H A P T E R  1

Sound familiar?
A year in an organisation that keeps changing. Watch the stack on the right in particular.

MONTH WHAT HAPPENS NOT YET DONE

NOVEMBER

“There is a lot of resistance to the
merger.”
But is it resistance to the merger? Or is it the fifth change in a
year, among people who no longer believe their input leads
anywhere?

Merger

Survey

Restructuring

System

Strategy

This scenario is made up. The pattern is not: we see it in many organisations.
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JANUARY
The board presents a new strategy.
Everyone gets a glossy brochure. Strategy

MARCH

A new system arrives. The old way of
working disappears, the new one is not
ready yet.

System

Strategy

JUNE
A department is restructured.
Conversations follow, and unrest.

Restructuring

System

Strategy

OCTOBER

The employee survey goes out again.
Nothing was ever said about last year’s
results.

Survey

Restructuring

System

Strategy



K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

C H A P T E R  2  ·  T H E  I N S I G H T

Buy-in works like a bank account
Every change makes a withdrawal from the same trust. If nothing is paid back in, one
day you are in the red. This is the year from page 3 as a bank statement.

T R U ST  AC C O U N T  STAT E M E N T In · out · balance

Opening balance of trust 60

JAN New strategy announced −10 50

FEB Explained in every team, including what stays +6 56

MAR New system, old way of working ends −12 44

APR Questions in team meetings, no feedback −6 38

JUN Restructuring of one department −14 24

SEP Rostering policy “for consultation”, already decided −8 16

OCT Survey out, last year never discussed −6 10

NOV Merger announced −12 −2

W H AT  PAY S  B AC K  I N

Explaining why. Letting people help shape the
how. Reporting back. Finishing what you start.

W H AT  W I T H D R AW S

Something new before the last thing is
finished. Questions without answers. Token
consultation. Silence after the announcement.

The merger is not the problem. It is just the withdrawal that tips
the account into the red.

Illustrative statement. The amounts are a picture, not a measurement. Based on research into trust and participation in
change, and on what Deepler sees in practice.

BLOG Listening without action costs trust →
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https://deepler.io/en/blogs/employee-satisfaction/survey-fatigue-listening-without-action/?utm_source=kenniscentrum&utm_medium=whitepaper&utm_campaign=moe-van-veranderen&utm_content=rekening


K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

C H A P T E R  2  ·  W H AT  W E  K N OW

What sixty years of research teaches us
Five things determine how people receive a change. Two help, three wear people out.

Trust in leadership
The strongest and most consistent factor in a review of 79
studies spanning sixty years.

Oreg, Vakola and Armenakis, 2011

A say in the how
People who help shape it accept the change sooner. An open,
supportive process works best.

Oreg, Vakola and Armenakis, 2011

Many, major and poorly planned
Increases uncertainty, which goes with lower job satisfaction and
a stronger wish to leave.

Rafferty and Griffin, 2006

Previous changes failed
Feeds cynicism: people expect the next one to fail too.

Wanous, Reichers and Austin, 2000

Speaking up seems pointless
People fall silent. Silence is then not agreement, but giving up.

Morrison and Milliken, 2000

DETERMINES

How
employees
receive the
next change

Green means open
and willing

Red means tired,
cynical or silent

Bars bottom right: how strong the evidence is. Two: large review or broad study. One: single study or theory.

W H AT  T H I S  M E A N S  F O R  H R

Resistance rarely lies in the change itself. It lies in how much trust is left, in the piling up, and
in whether people are heard. As HR, you can influence all five.

deepler.io · Knowledge centre · 5



K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

C H A P T E R  3

What is at stake
The Netherlands is restructuring more than it has in years. And employees are showing
what that does to them.

R E ST R U C T U R I N G S  I N  T H E  N E T H E R L A N D S

c. 250

2024

355

2025

+42%

companies reported a major restructuring
to the UWV, the most in ten years.

almost 25,000 employees
were affected by such an announced restructuring
in 2025. Each figure represents 500 people.

UWV, collective redundancy notifications 2025, via Nieuws.nl, July 2026. The 2024 figure is derived from the 42% rise.

I N  O R GA N I SAT I O N S  G O I N G  T H R O U G H  M A J O R  C H A N G E

RECOMMEND THEIR EMPLOYER

Employee eNPS, against an
average of +3.

LOOKING AROUND

nearly 1 in 2

is looking for another job.

CALL IN SICK MORE
OFTEN

1 in 5

report more sick days.

Integron, Employee Experience in Nederland 2025, poll of 5,000 workers. Treat it as a signal.

W H AT  T H I S  M E A N S  F O R  H R

Change is no longer the exception but the normal state of affairs. Lose people during the change
and you pay the bill afterwards in turnover and absenteeism.

CASE How two merging organisations mapped their cultures deepler.io/en/culture-in-a-merger

deepler.io · Knowledge centre · 6

−6 +3

−20 0 +20

https://deepler.io/en/use-cases/culture-in-a-merger/?utm_source=kenniscentrum&utm_medium=whitepaper&utm_campaign=moe-van-veranderen&utm_content=opspel


K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

C H A P T E R  3  ·  I N  T H E  B OA R D R O O M

Six things you are going to hear
You will hear firm claims about change and resistance. Here is how you can respond.

MANAGEMENT TEAM MEETING · ITEM 4: THE MERGER 6 statements, 6 responses

MT “People are just against change.”

People who trust their leaders and can help shape things are far more open
to it. It is more often the approach than the people.
· Oreg, Vakola and Armenakis, 2011 HR

MT “We’ll just communicate it one more time.”

Broadcasting more does not help if nobody can talk back. Show what you
do with input. · Deepler practice HR

MT “But we did ask them, didn’t we?”

Asking without reporting back costs trust. Next time, people say less.
· Deepler practice HR

MT “This really is the last restructuring.”

People only believe that once the previous one is finished. Past experience
feeds cynicism. · Wanous, Reichers and Austin, 2000 HR

MT “Resistance has to be broken.”

Resistance is information. It tells you where the plan rubs against the work.
· Deepler practice HR

MT “It’s quiet, so it’s been accepted.”

Silence often means people think it is pointless to say anything.
· Morrison and Milliken, 2000 HR

Use it as an opener. Which of these six does your management team say most? Start there.
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K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

C H A P T E R  4

What pays back in?
Six deposits into the trust account, sorted by how strong the evidence is.

WELL SUPPORTED   large review or broad study

+ Build trust in
leadership

Leaders who explain, listen
and do what they say.

Oreg et al., 2011

+ Let people help
shape the how

Not whether, but how it lands
in the work.

Oreg et al., 2011

+ Plan and pace

Less at once, and well
planned. That dampens
uncertainty.
Rafferty and Griffin, 2006

ONE STUDY

+ Measure fatigue

Not just satisfaction.
There is a validated
questionnaire for it.

Bernerth et al., 2011

PRACTICE what we see working at clients

+ Close the loop,
even on a no

Every question is a promise.
Say what you will do with
the answers.
Deepler practice

+ Finish what you
start

Close visibly before you
start the next one.

Deepler practice

−1
for every new start

The simplest rule: set at least one deposit against every new change. A
completion, a round of feedback, or a change that stops.

TO  B E  H O N E ST

Most research shows correlation, not hard cause and effect. But for decades the direction has
been the same: trust and participation make the difference. Measure whether it works for you.

BLOG Why we involve employees early in change deepler.io/en/involving-employees-in-change
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https://deepler.io/en/blogs/leadership-management/involving-employees-in-change/?utm_source=kenniscentrum&utm_medium=whitepaper&utm_campaign=moe-van-veranderen&utm_content=werkt


K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

C H A P T E R  5  ·  T H E  A P P R OAC H

Ask, see, act, measure
Four steps to win back buy-in. Not a project with an end date, but a loop you go through
again with every change.

1 · Ask 2 · See 3 · Act 4 · Measure

and round again, with every change

Ask before and
during the change
how it is landing: do
people understand
why, can they help
shape it, is it too
much at once?

THIS MONTH

Count how many
changes are
running at once.

Look at where the
fatigue sits in each
team. And whether
the board, middle
managers and
employees see it
differently.

THIS MONTH

Ask team leaders
which change
rubs the most.

Stop, postpone or
close something
before you start
something new.
Report back what
you do with the
input.

THIS MONTH

Pick one change
to finish first.

Measure again. Has
trust grown, and
has the fatigue
gone down?

THIS MONTH

Schedule a brief
follow-up now.

O N E  OW N E R

One owner per change, who also takes care of
the feedback. Otherwise everyone is
responsible, and nobody does it.

C E L E B R AT E  W H AT  I S  D O N E

Close visibly: what was achieved, what did we
learn? That pays back into the account.

DEEPLER Ask, see, act, measure: that is how Deepler works too deepler.io/en

deepler.io · Knowledge centre · 9
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K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

C H A P T E R  6  ·  WO R K S H E E T

How high is your stack?
Stack all ongoing changes on top of each other, with the management team. The height
of the stack alone is often an eye-opener.

CHANGE STARTED WHY
EXPLAINED

REPORTED
BACK

FINISHED WEIGHT

L M H

L M H

L M H

L M H

L M H

L M H

L M H

L M H

L M H

Example: new rostering policy Mar 2026 L M H

yes partly no Weight: L low, M medium, H high Start at the bottom

HIGH

LOW

S O R T  T H E  STAC K , W I T H  T H E  M A N AG E M E N T  T E A M

Stop
What delivers too little
for what it costs?

Finish
What is nearly done, and
deserves a visible close?

Wait
What can wait six
months without harm?

deepler.io · Knowledge centre · 10



K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

C H A P T E R  6  ·  W H AT  I T  LO O K S  L I K E

How to see where the fatigue sits
Four statements, five teams. Each dot is a team. The further apart the dots, the more
the teams differ.

% AGREE, BY TEAM EXAMPLE, FICTITIOUS FIGURES

I understand why we are
changing

I can help shape the how

Not too much is changing
at once

I see what happens with
my input

Customer service Operations Finance IT HR average

43 points

between understanding
the why and seeing what
happens with your input

What stands out. Everyone gets the why. But in the operational
teams, hardly anyone sees what happens with their input.

What it means. The problem is not the strategy, but the piling up
and the silence after asking.

Where to start. With Customer service and Operations: report back
first and finish something.

With Deepler Research you put statements like these anonymously to every team, and see per
team where it rubs. View the research modules.

deepler.io · Knowledge centre · 11

0% 25% 50% 75% 100%

https://deepler.io/en/modules/?utm_source=kenniscentrum&utm_medium=whitepaper&utm_campaign=moe-van-veranderen&utm_content=voorbeeld


K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

WO R K S H E E T  ·  B A S E L I N E

How is your account doing?
Ten statements, five minutes. No 0, partly 1, yes 2. Fill it in with the management team
and a few team leaders: where you differ is where the conversation lies.

AREA STATEMENT 0 · 1 · 2 TOTAL

Piling up
We know how many changes are running at the same time. 0 1 2

We rarely start something new before the last is done. 0 1 2
/4

Explaining

With every change we explain why, and what is not
changing.

0 1 2

Managers can explain the why in their own words. 0 1 2

/4

Voice
Employees help shape how a change lands in their work. 0 1 2

Voicing doubt is not immediately seen as resistance. 0 1 2
/4

Follow-up
After every survey we report back what we will do with it. 0 1 2

Every change has one owner. 0 1 2
/4

Closure

We close changes visibly and name what has been
achieved.

0 1 2

We measure how teams experience changes, not just
whether they are done.

0 1 2

/4

Your balance: draw a line Total ____ / 20

0 to 7 · In the red
Start nothing new. Finish
something first and report back.

8 to 14 · Tight
Pace it, and give people more
say in the how.

15 to 20 · Healthy
Keep it up, and measure
per team if it lasts.

BLOG Reporting back results: you said, we did deepler.io/en/sharing-employee-survey-results
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K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

C H A P T E R  7  ·  A N D  YO U ?

You carry every change with you
HR guides the change, holds the conversations and absorbs the unrest. Often while the
next one is already being prepared.

YO U  F I R ST

How full is your own account?
Colour in the boxes.
Two boxes or fewer? Then read this page twice.

R E C O G N I S E One restructuring is barely finished before the next is on the agenda. And
you hold the conversations, including the difficult ones.

A R R A N G E Agree with the board what you need to guide a change well: time, people, an
honest story.

S P E A K  U P You are the first to see changes piling up. Name it at the table, even when it
is uncomfortable. That is HR too.

T H R E E  Q U E ST I O N S  TO  R E F L E C T  O N

Which change am I carrying right now that I do not believe in myself?

What would I like to tell the board about the piling up?

Which change would I be glad to see stop?

You cannot ask for buy-in you no longer feel yourself.
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K N OW L E D G E  C E N T R E C H A N G E  FAT I G U E

METHODOLOGY

Sources
F I G U R E S  A N D  M O D E L S

UWV (2026). Meldingen collectief ontslag 2025, via
Nieuws.nl, 6 July 2026.

Integron (2025). Employee Experience in Nederland
2025. Poll of 5,000 workers, via HR Community.

Deepler. Buy-in as a bank account, practice model
based on experience with clients.

R E S E A R C H

Oreg, Vakola and Armenakis (2011). Change
recipients' reactions to organizational change: a 60-
year review of quantitative studies. Journal of
Applied Behavioral Science, 47(4), 461-524.

Rafferty and Griffin (2006). Perceptions of
organizational change: a stress and coping
perspective. Journal of Applied Psychology, 91(5),
1154-1162.

Wanous, Reichers and Austin (2000). Cynicism
about organizational change. Group & Organization
Management, 25(2).

Morrison and Milliken (2000). Organizational
silence. Academy of Management Review, 25(4).

Bernerth, Walker and Harris (2011). Change fatigue:
development and initial validation of a new measure.
Work & Stress, 25(4).

How we rate the evidence. Two bars: large review. One bar: single study or theory. Practice: what
Deepler sees at clients. What we do not claim: we give no percentage of failed changes, because no
reliable figure exists. The Integron figures come from a poll. The figures on page 11 are fictitious.

About Deepler. Deepler was founded in 2021 by four change managers. We help organisations listen to
employees and see what is needed. Better performance through better listening. deepler.io/en/about-us

M O R E  F R O M  T H E  K N OW L E D G E  C E N T R E

How is trust holding up ahead of your next change?
Scan the code and read how two merging organisations put their cultures side by
side before starting the integration.

deepler.io/en/use-cases/culture-in-a-merger →
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