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Abstract. Change management involves implementing diverse strategies to 

achieve a desired outcome, as such, it is a process where communication is 

key. This article analyses how methods that include alternative stories and 

alternate history can be used to promote change, helping people understand 

complex and conflicting situations in organizational life and discover new 

possible ways forward. Classifications of different varieties of stories to 

promote change are included, as well as examples and best practices regard-

ing the adoption of divergent narratives to connect facts, perspectives and 

interpretations in order to reduce resistance to change and achieve softer or 

even seamless transitions towards the desired state.
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1. Introduction
Managing change has been primarily explored in 
the disciplines surrounding business [1, 2] to pro-
mote better practices, reduce risks, and increase 
efficiency. However, change management can be 
challenging to implement because it fuels uncer-
tainty. In this context, storytelling has been ap-
plied in organizations to convey meaning for or-
ganizational change. Alternative stories have been 
used to help people understand complex and con-
flicting situations in organizational life. They are 
useful in challenging dominant norms, redefining 
obstacles, and constructing new ways of acting. 

Stories play an important role in building 
groups and movements that are essential for 
system changes. They help form communities 
through meaning-making about how businesses 
operate under specific conditions, the issues that 
might exist, and how they can be solved. In this 
sense, the article presents alternative stories as a 
way to discover new possible ways forward and 
create better results. The use of stories results in 
seamless transitions towards the desired state and 
is a crucial part of change management because 
when the story is changed, so is the outcome. 

As the essence of alternative stories, the ques-
tion “What if?” eliminates all constraints in a 
problematic situation. It opens up a new range 
of choices and helps find new solutions and op-
portunities by broadening people’s horizons 
and providing new views on a specific situation 
or challenge. When using this type of question, 
the brain holds no precedent or paradigm to rely 
upon, forcing people to imagine and create [3]. 

In addition, alternate or alternative history as 
a concept broadens the use of changed historical 
points to bring about different realities [4]. Al-
ternate history is a counterfactual version of the 
past, exploring some of the virtually infinite pos-
sibilities of the future derived from said past. This 
entails that the counter history in alternative his-

tory always reaches into the future, at least im-
plicitly, meaning that not only the past is changed 
but also the future resulting from the past. 

In this sense, alternative stories are scenarios 
set in the future, and alternative history involves 
an imagined change in the past and its corre-
sponding present and future consequences. In 
practice, both of these methods can be used to in-
troduce, promote, and implement organizational 
change; the first one involves setting future goals 
and paving the way to get there, while the second 
one implies taking a hard look at the present con-
ditions and defining what could have been done 
differently in the past to achieve better results. 

This article introduces a general background 
for change and change management, explaining 
how to lead change through alternative stories and 
alternate history, using storytelling techniques to 
induce change in organizational settings. 

2. Background 
2.1 Alternate histories and 
alternative stories
Alternate history is related to, but distinct from, 
counterfactual history of virtual history [5]; it can 
be considered as a branch of literature that con-
cerns itself with history turning out differently 
than what we know to be, it explores diverse pos-
sibilities regarding events in the past not occurring 
as we know and therefore the present would be 
different. Although the main motive of alternate 
history is entertainment [6, 7], it can be used in 
different areas, including organizational learning.

It can be said that alternate history relies on 
cause and effect, as the best kind of alternate his-
tory is the one concerned most intimately with 
plausible causal relationships [8]. “Non-pasts” as 
created in alternate history are related to the fu-
ture, the alternative future linked to a particular 

“non-past,” that is. In this sense, alternate history 
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is inherently presentist, as it focuses on the past, 
but its primary concern is the present [9], which 
could actually become the future in the timeline 
of an alternative past. 

For their part, alternative stories are set in the 
future, more specifically in the possibilities that 
the future holds. They allow to witness the future 
that has not yet existed, which is why they are in 
the same line as “non-pasts” [5]; the main differ-
ence is that alternative futures could still happen, 
which is why one of the purposes of alternative 
stories is to prepare for these potential situations.

From this perspective, narratives are bound 
to the expression of time, and while alternate 
history assumes that an event in our past caused 
our present and changing something in the past 
would generate an alternative present, alternative 
stories work the other way around. Alternative 
stories provide diverse plausible scenarios of what 
the future could look like and how those alter-
natives might or should shape the present. Both 
occur in the space of what has not happened and 
thus cannot be empirically verified [5], yet, envi-
sioning changes in the past or the future allows us 
to change the course of our own history [10]. Fig-
ure 1 was developed to explain alternative stories 
and alternate history based on their time frames. 

Figure 1. Graphic description of alternate histories and 

alternative stories

Developed by the authors, 2021.

In terms of change management, the figure 
helps illustrate how alternate history involves 
learning from the past to meet the organizational 
goals of the present and the future, questioning 
the present results of things being done different-
ly in the past, and implementing corresponding 
changes to shift the predetermined future. By 
way of contrast, alternative stories help change 
managers look into the future to set strategic 
goals in the present. 

2.2 Change and change 
management
Just as the narratives surrounding alternate his-
tory and alternative stories, change is also bound 
to the expression of time, as it is the process of 
moving from one state (current state) to anoth-
er (future state). In recent years, individuals and 
organizations have experienced change in un-
precedented ways.  Accelerated transformations 
are linked to technological development, as well 
as increased consumer demands and expectations 
regarding the goods and services they purchase, 
which in turn modifies the way businesses and 
companies around the world work, requiring 
higher productivity, lower production costs, and 
greater efficacy [11].

The digital divide continuously challenges or-
ganizations to adapt and not remain static for long 
periods of time. Changes in an organization can 
often be identified as operational, strategic, cultur-
al, or political, with the definite possibility of over-
lap among them. Operational changes affect how 
the business’s ongoing operations are conducted, 
such as the automation of a particular area. Stra-
tegic changes involve shifts in the local to a global 
perspective. Cultural changes affect the basic or-
ganizational philosophies by which businesses are 
conducted, such as implementing quality improve-
ment programs. Finally, political changes in staff-
ing occur primarily in government agencies [2]. 
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Although change is primarily implemented to 
improve certain aspects of an organization, it is 
not always welcome. New ways of doing things 
create resistance by the people affected because 
they usually involve some threat, real or per-
ceived, and can result in situations where em-
ployees are uncertain about their ability to adjust, 
which creates stress. Change can be perceived as a 
loss, especially if it has not been adequately com-
municated or understood. In many cases, it hap-
pens when a change requires that individuals give 
up familiar routines. There can be circumstances 
where the loss is substantial, affecting position, 
power, and networks. Rituals of transition can be 
crucial in assisting people to grieve, let go of the 
old, and move on to the new [2]. These rituals can 
include organizational narratives as alternative 
stories of the future they desire. 

Resistance to change is an ongoing problem. 
At both the individual and the organizational 
levels, it impairs concerted efforts to improve 
performance. Many corporate change efforts 
have been initiated at tremendous cost, only to 
be halted by resistance among the organization’s 
employees. Many change initiatives fail miser-
ably [1] because they do not establish a sense of 
urgency. Effective change requires perfect timing, 
as well as examining the market and competitive 
realities and identifying and discussing potential 
crises or major opportunities. 

The sense of urgency can be promoted by cre-
ating short-term goals, planning for visible per-
formance improvements, and recognizing and 
rewarding employees involved in them. Con-
solidating improvements can help produce even 
more changes as they build credibility for the 
vision. It is essential to reinvigorate the change 
process with new projects, themes, and agents, 
institutionalizing new approaches and articulat-
ing the connections between the new behaviours 
and corporate success.

The strategy-making process is the cognitive 
component of the change process [12]. While tra-
ditional planning processes delineate the required 
steps in a journey, change management attempts 
to facilitate the ride. Change management pro-
vides the framework for handling the effects of 
emerging business procedures, structure changes, 
or cultural changes within an organization [13]; 
it encompasses the effective strategies and pro-
grams to enable change agents to achieve the new 
vision [2], and it is often done through consulting. 

Consulting is a process of transferring ex-
pertise, knowledge, and skills from one party to 
another to provide help or solve problems [14]. 
Transformation programs are inherently linked 
to change management, but they have specific 
characteristics that differentiate transformation 
consulting from other practice variants. They 
integrate the political, economic, rational, and 
emotional elements of change, especially at the 
lowest emotional points, which Kübler-Ross [15] 
has called the valley of despair, being the point in 
which all hope seems lost, but a crucial moment 
for transformation. 

In this sense, it is evident that to promote 
change in an organization, change management 
skills are required, but they must be accompa-
nied by communication abilities, as the process 
of change involves following a specific narrative 
through storytelling [16]. This course of action 
is embedded in what is called organizational in-
terventions. Organizational interventions are 
required to address issues regarding processes, 
performance, knowledge, skills, will, technology, 
appraisal, career development, attrition, and top 
talent retention, among others. They constitute 
a set of sequenced, planned actions or events in-
tended to help an organization increase its effec-
tiveness by purposely disrupting the status quo. 

There are three types of interventions that an 
organization should be able to identify and plan 
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to implement: individual, which involves changes 
in a more personal manner; group, which apply to 
teams or areas; and organization, which are related 
to the organization’s strategy and policy as a whole. 
Through interventions, change can be brought on 
a behavioural, technical, or structural level.

2.3 Organizational 
Development Models and 
storytelling
There is no single recipe for using alternative sto-
ries or alternate histories to promote organization-
al change, although organizational development 
models have been frequently used as guidelines. 
Since the early 19th century, various change mod-
els have been proposed to guide organizational 
development (OD) to plan and implement change 
that promotes organizational effectiveness. 

The Three Step-Model of Change, proposed 
by Kurt Lewin in 1947, [17] focuses on the con-
ditions and forces that drive or hinder certain 
behaviours. It establishes that driving forces, in 
the form of incentives, facilitate change by push-
ing employees from their current behaviour to-
wards the planned change. Simultaneously, re-
straining forces, like group norms, hinder change 
by pushing employees in the opposite direction. 
The model suggests that a successful change pro-
ject has three stages. The first stage, defined as 
unfreezing, involves reducing the forces that 
maintain the present organizational behaviour 
or status quo. The second step implies moving to 
a new level of equilibrium, which means imple-
menting the desired change. Finally, in the third 
or refreezing step, the planned change is integrat-
ed into the organizational values to stabilize the 
new state. The unfreezing stage could be translat-
ed into alternate history models, changing some-
thing that was done in the past to achieve differ-
ent results in the present and get to the desired 
state in the future. 

Another approach to organizational change 
and development is the Action Research Model 
[18]. It assumes that organizational problems can 
be solved through cycles of knowledge gathering 
and implementation of solutions. The first step 
is to complete a preliminary diagnosis to deter-
mine the underlying causes and consequences of 
the problems within the organization. After the 
initial examination, there is a process of feeding 
back the findings of the diagnostic exercise to 
members of the organization. This should lead 
to a mutual understanding of the problem and 
its causes and promote an agreement on the ac-
tions or interventions needed to bring about the 
desired change. Later on, the planned actions are 
undertaken to implement changes. The effects of 
the implementation should be measured and eval-
uated to provide another round of feedback. This 
may result in re-diagnosis and new plans, giving 
this model its cyclical nature. This model is a bit 
more structured and entails analysing the causes 
of the problem, which can be set in the past or the 
present, as well as their consequences which can 
be set either in the present or the future. 

Additionally, the Appreciative Inquiry Model, 
initially proposed by Cooperrider and Srivastva 
[19], adopts a positive approach to change as an 
alternative to the problem-centered approach of 
action research. It draws on narrative approaches 
to generate new ideas, theories, and images of the 
future for change, understanding organization-
al change as the result of a cyclical process that 
begins with discovery, where an inquiry is made 
into the subject of change using participants’ re-
flections and discussions. Afterward, members 
of the organization visualize the ideal state in re-
lation to the subject of change, which is known 
as the dream phase. Members start developing 
concrete proposals for the new organization-
al state and take actions in line with the design 
statements [20]. As it revolves around ideas of the 
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future for change, this particular model is set in 
the alternative stories category. 

Cummings and Worley [21], proposed the 
General Model of Planned Change. This mod-
el focuses on the planned change from a prob-
lem-solving perspective, as well as from the view-
point of identifying and leveraging best practices. 
The first stage includes data gathering to identify 
the problems or opportunities for change, joint 
discussions, an agreement to engage in planned 
change, and setting expectations. Then, a set of 
activities aimed at understanding the current 
state of the organization is developed. Organiza-
tion members and the change agent collaborative-
ly design action plans or interventions in which 
stories can be used.

Other approaches include Kotter’s Change 
Management Theory [22], which is divided into 
eight stages that focus on critical principles asso-
ciated with people’s response to change. It states 
that creating a sense of urgency among the people 
motivates them to move forward towards objec-
tives. The theory also highlights the importance 
of getting the right people on the team by select-
ing a mix of skills, knowledge, and commitment; 
and then getting the vision correct by taking 
into account the strategy, creativity, emotional 
connection, and objectives. In this process, com-
munication with people regarding change and 
its need is crucial to get things moving and em-
power action. In order for a change initiative to 
succeed, it is important to get support, eliminate 
roadblocks, and provide feedback in a construc-
tive way. Storytelling is crucial in this approach, 
as it centres on active communication. 

Although different models and theories to pro-
mote organizational change have been developed, 
they have in common the prioritization of dialogue 
and the construction of a collective perspective 
that helps change transcend from paper to practice, 
which can be done through the use of stories. 

3. Review: Method and Analysis
A literature review was conducted identifying 
the critical elements in using alternative stories, 
alternate history, and storytelling to promote or-
ganizational change. The theories analyzed in the 
background section were explained in a practical 
manner, especially the way in which stories are 
developed and used, how to lead change, and how 
to maintain momentum. Examples of the use of 
alternative stories in organizational interven-
tions are also included.

3.1 Using stories to promote 
organizational change
In organizational studies, storytelling is a hot 
topic; it is viewed as an essential way to enable 
change in organizations [23]. Stories are a univer-
sal human activity that builds and communicates 
perceptions and opinions to others. They have 
the power to evoke imagination, provide a guide 
for action, and even structure uncertainty [24]. In 
terms of organizational change, narratives con-
stitute sets of ideas, concepts, metaphors, and sto-
ries about transformation [25]. 

Stories can take different forms; there are 
some about resistance, contestation, conflict, co-
operation, and even stories that stem from differ-
ent individuals who want to make sense of their 
experiences with change [26]. The purposeful 
use of story-based approaches to produce organi-
zational change is relatively innovative [27]. Sto-
ries help frame past problems, current challenges 
and provide alternative futures and ways to act 
on them. They have been considered as a form 
of knowledge and are powerful sense-making 
devices with which organization members can 
make change meaningful [28]. 

Storytelling relies on telling stories that are 
based on real-life situations rather than abstract 
notions; however, abstract analogies can be help-
ful when there is a set of seemingly different per-
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spectives that must be integrated and channelled 
into the narrative of the desired state. There have 
been cases of storytelling exercises where the 
roles of the employees are associated with the 
roles of characters from popular films, which has 
helped present alternative stories parallel to re-
al-life situations and align diverging perceptions 
through the use of examples that convey the ex-
pected change [16]. 

Alternative stories can help generate new prac-
tices, as official stories can be contested and re-
placed with alternative ones [23]. The presence of a 
dominant story, however, can restrict sense-mak-
ing and cause alternative stories to seem unpalat-
able or even unthinkable [24]. Scott [25] proposes 
stages to follow when the narrative is hindering 
the change efforts. The first stage is to loosen the 
grip of unhelpful stories, which involves exploring 
the story in question, considering how stories are 
created, naming the unhelpful story, opening up 
distance between the person and the story, consid-
ering how others might name the unhelpful story, 
and taking a stand with regards to it.

The second stage is to discover more helpful 
stories, which can be done through exploring 
exceptions, seeking out implicit positive values, 
searching for possible stories that fit the evidence 
better, choosing the best one and naming it, and 
taking a stand with regards to the new, more 
helpful story. Finally, the third phase is to enrich 
the plot of the more helpful story; this involves 
reinterpreting the past in light of the new story, 
looking forward in order to establish what needs 
to be done or avoided to support the new story, 
documenting the process, and celebrating suc-
cesses along the way. 

There are multiple types of stories that can 
be used for different purposes. In leading change, 
there are four essential stories: the story of the fu-
ture, the springboard story of the future, the story 
of the past, and the story that explains why the 

story of the past is no longer viable [26]. Alterna-
tive histories and future narratives collide, treat-
ing the future as variable, undecided or open, that 
has not yet crystalized. These past and future sce-
narios are framed through stories and communi-
cated through storytelling to promote change. 

Goodman [29] has proposed a long list of dif-
ferent types of stories. Some of the most useful 
in change management include the nature story, 
which illuminates or reveals a problem; the cre-
ating story in which solutions are developed; the 
success story that demonstrates best practices; the 
value-based shows the values and culture of the 
organization; and the improvement story which 
describes positive changes. 

Additionally, stories can be developed and sup-
ported in different ways, for instance, oral stories, 
posters or timelines, digital stories, comics or 
storybooks, re-enactments, news releases, short 
films, and even games, which can help give voice 
to alternative narratives [30]. In this regard, three 
patterns in alternative stories for change manage-
ment can be identified: stories about “the good old 
days,” stories of deception, taboo and silence, and 
stories of influence [28]. 

Change fuels stories, and stories can trigger 
change [31]. When improvements involve indi-
viduals from the organization, a comprehensive 
approach to change management is useful [13]; 
this includes an intentional narrative that inte-
grates a transformative storytelling approach to 
advocate and create an impetus for a change in 
behaviour, action, and strategy. 

Stories help improve the negotiability of is-
sues because they are more inclusive of actors; 
they invite listeners to share their experiences 
and contribute to the story in their own way and 
become tellers themselves. People are not pushed 
into a prescribed form of participation but in-
vited to join in a way that is relevant and logical 
for them. Multiple stories no longer have to be 
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pinned down to one correct one. There is room 
for multiple interpretations [23]. 

Storytelling not only helps actors understand 
situations in a certain way but also contains mor-
al tension and motivation for action [32, 33]. Peo-
ple can create the future that the story represents 
[34]; they become their stories. Through alternate 
histories, people can look back into the past and 
explore alternatives and keep options open in 
the future. In the same line of thought, alterna-
tive stories allow looking forward into the future 
and explore opportunities in the present. Stories 
not only provide a framework for understanding 
complex realities, but they can also create new 
patterns and reshape those realities. 

Stories weave together magic and logic to 
create an experience, infusing information 
with emotion. They become the guide for how 
to get to the desired state, and through the use 
of organizational metaphors, change becomes a 
decision and not a restriction. More specifical-
ly, alternate histories and alternative stories can 
be used as a diagnostic tool to determine where 
an organization is and to define a clear outcome 
of where it should be. They can help empower 
employees, generate new ideas, build commit-
ment, and connect knowledge with emotion, all 
of which are essential in organizational change. 
Stories also make sense of past experiences; they 
unify groups and help present options for future 
engagement and action [35]. 

The use of storytelling to promote change has 
been studied across the globe, and it has provided 
a source of data for analyzing identity within or-
ganizations. Storytelling techniques to promote 
change have been applied in Sweden in the phar-
maceutical industry [36], in the telecom industry 
in Jordan [37], in NGOs and non-profits in the US 
[38]; health institutions in the UK [39]; and the 
energy sector and climate change issues in Brazil 
[40], among others. 

Analysis of organizational stories about the 
past, present, and future is proving a powerful 
means of revealing multiple, competing, and con-
tested discourses and the sense-making and iden-
tity work that organizational actors undertake: 
not only in seeking to author their own stories 
but in response to those of others [41]. 

3.2 Leading change and 
maintaining momentum
Change management is a discipline that guides 
how to prepare, equip, and support individuals 
to drive organizational success. Because change 
must be managed, it also requires effective leader-
ship [42] to influence others to achieve a common 
goal [43]. Some theories have focused on the im-
portance of leaders and their role in orchestrating 
change and influencing organizational culture 
[44] by creating a vision, managing the transition, 
and ensuring that momentum is sustained [17]. 

A well-thought-out vision can promote mean-
ingful moments [45]. In alternative stories, they 
are meant to inspire, as others might relate to them 
because they have made the same mistake, faced 
the same challenge, obtained the same result, or 
even experienced the same emotion during change. 
These are small moments that stand out in mem-
ory, those that had special resonance and meaning 
[46], moments of big impact that include emotions 
of wonder, awe, and being moved [45]. Meaningful 
moments also help build momentum [47]. 

Momentum is a popular concept in various dis-
ciplines, especially sociology [48] and psychology 
[49]. It can be defined as socially perceived energy 
associated with achieving a goal-oriented change 
[50] that generates dynamic progress and social in-
teraction [51]. Two different lines of research have 
been pursued in terms of momentum. The first 
is static-based, in which the energy is associated 
with maintaining the course of action, and the 
second is change-based, which refers to the energy 
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needed to pursue a new course of action [52]. 
Change-based momentum can be analyzed as an 

organizational-level construct that conveys urgen-
cy and feasibility and as an individual perception of 
the collective energy required to pursue a change 
goal [53]. In this sense, momentum is critical in 
executing change [54]. Maintaining momentum is 
key for large-scale change [55], as success rides on 
the ability to sustain that energy in the long run 
[56]. Change without continuity or stability leads 
to ambiguity, conflict, inability to cope with the 
situation, and consequently, risk of degenerative 
pathologies in individuals and organizations [57]. 

To promote organizational change using sto-
ries, different strategies can be followed. An ex-
ample can be that the leader must start a change 
management session with a story. This will help 
set the tone and pace for what is to come. The 
story can be about the change that the organiza-
tion will face (alternative stories) or a story about 
an organization that faced change, either success-
fully or not (alternate histories). In the story, the 
leader should start with a common assumption, 
introducing a point of conflict, and a cast of he-
roes and villains needs to be presented. At least 
one memorable fact needs to be included. 

The situation at hand and the need for change 
should be described in full. All participants will 
be asked to develop a story about the desirable fu-
ture when implementing the change. They must 
be encouraged to include their emotions about 
the change, their fears, struggles, and ideals, and 
the story must offer a resolution. The stories will 
be told by the storyteller using any format that 
they wish; either a written document, an illus-
tration, a storybook, a video, an audio podcast, or 
others. Groups will be organized, including peo-
ple with stories that have at least one similarity. 
The groups will be asked to integrate all the alter-
native stories of change into one single story, pro-
viding an answer to what they wish for in change. 

The story needs to support change and, in writing 
the story, the idea is that members of the group 
will engage through conversations. Stories can be 
fantastic or realistic, and there should be no limits 
to creativity and imagination. 

Groups will share their collective stories, and 
again, similar stories will come together until 
a single story is delivered. The story will be il-
lustrated on a series of boards or paper, visible 
to everyone. The leader will identify the basic 
premise of the change story and frame it to fill 
in the details. In doing so, he/she will ask partic-
ipants to identify possible holes in the story and 
find creative ways to fill them. In order to create 
momentum, the leader will ask the members to 
identify the positive impacts of the change story 
at the individual, group, and organizational level, 
today and in the near future, following the pat-
tern of self-us-now-future. 

After the story has been fully described, addi-
tional questions can be asked: What if we have 
already worked through the desired change? 
What if something went wrong? What if some-
thing else changed? The story will then become 
the master plan to introduce and manage the re-
quired changes, considering other alternatives. 
Activities will be developed, and roles and re-
sponsibilities will be assigned. 

Another example of using alternative stories 
to promote organizational change is what has 
been called the classic change story, which can 
be considered as an organizational version to the 
hero’s journey in cinema. In a consulting session, 
the leader will start by establishing the general 
context and rationale for the change, clearly ex-
plaining where the change is coming from. Par-
ticipants will be asked to identify clear and com-
pelling aspirations for the change, which will 
help everyone make sense of the changes. Create 
a story considering: 
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a) The company’s mission and vision statement
b) What is needed to be in a better position
c) The worst-case scenario
d) What each employee wants
e) What everyone wants
f) What the focus should be
g) The support they might need
h) The obstacles and dangers they might face
i) What they fear the most
j) An alternative story with a new outcome 

for change
k) How they will overcome the obstacles and 

dangers
l) How they will commit to the change
m) An ending to the story

Share all the stories to identify similarities in 
what is needed, personal wants, focus, support, 
obstacles, dangers, and fear. Craft a collective 
story to make change familiar, that is authentic 
in the delivery, transparent, creates a sense of be-
longing, and promotes positive emotions. 

4. Future perspectives
Change management is a discipline that will 
continue to evolve, but that is here to stay be-
cause change is the only constant in personal and 
organizational life. The use of alternative stories 
and alternate histories for change management is 
limitless. Future studies can be centered around 
the types of stories that are developed, the char-
acteristics of the narratives, developing new con-
sulting strategies to promote change, analyzing 
specific collections of examples and establishing 
comparisons between them, the development of 
specific organizational interventions to promote 
change, and preferred narratives in different 
sectors and countries. 

5. Conclusion
Alternative stories are helpful to promote organi-
zational change because they help create desirable 
cultures, while alternate histories explore the past 
to comment upon the present. Both feed of the im-
agination of employees and help illustrate the im-
portance of change initiatives. There is a wide va-
riety of stories to choose from and ways to display 
or make stories public, depending on the necessary 
reflection, the required change, and the desired ef-
fect. It is essential to allow employees to internal-
ize change through their own stories, to become 
the storytellers, to be able to implement the deci-
sions of changing themselves and bring them on 
board to set the change initiative for success. 

There is no single recipe on how to use alter-
native stories or build alternate histories. Con-
sultants and organizational leaders can create 
their own dynamics, methods, and activities 
based on their knowledge of the organization, its 
members, the desired change, the limitations for 
change, the context, and other relevant aspects of 
both the organization and its members. 

In working with either alternative stories or 
alternate histories, different feelings come into 
play because change is an emotional experience, 
and the emotions of all employees, whether pos-
itive or negative, need to be acknowledged. Em-
ployees need to feel free to participate in change 
conversations so that they can create stories that 
are meaningful to them. This will give a voice to 
everyone, even those who sometimes believe they 
do not have one. 

Using alternative stories helps spread the mes-
sage of change by creating a better understanding 
of the way in which the company works while 
surprising the audience and creating meaningful 
moments for everyone involved. Alternative sto-
ries can be created and recreated. Change stories 
change! For their part, alternate histories help 
understand how the past is linked to the present, 



56

Cynthia M. Montaudon Tomas et al. / Hypothesis Historia Periodical 2021, 1, 45—59 DOI: 10.34626 / 2184-9978_2021_1_004

and the present is linked to the future, and how 
change in either of those time frames affects the 
rest in a way where transformation intrinsically 
connects humankind. Through storytelling, al-
ternate histories and alternative stories move in 
opposite directions in time but promote change 
in parallel ways, shifting how we think about the 
past or the future to guide decision-making to 
generate better outcomes in the present. 

6. Round Table Insight
The round table resulted in integrating different 
aspects of alternative stories, including perspec-
tives from arts and sciences, and cinema and ad-
vertising, especially non-fragmented narratives, 
such as the long take technique, which is a con-
tinuous scene under a sequential camera move-
ment without cuts, in one take only [58]. Change 
management and the long take technique show 
that alternative stories are everywhere, reshaping 
management and changing people. They can be 
used in almost any setting because they are based 
on human behaviour. 

Timing is essential in alternative stories, both 
in cinema and in organizational life. When pre-
senting an alternative story, it is important to be 
conscious of the past, present, and future, with-
out fragmentation, just as the long take method. 
A long take requires careful attention to details to 
be comparable to real life, and it brings realism to 
the content in an almost poetic vision. It is craft-
ed to convey a message, and it needs commitment 
just as change management. 

Perhaps one of the most relevant insights was 
analyzing the importance of stories in creating 
momentum for change and maintaining that mo-
mentum, which resulted in an added section to 
the article. The momentum will set the success 
of alternative stories, helping people believe in 
them. Questions that emerge include “What if 
employees do not want to change?” and “What if 

something falls into the wrong hands?”. 
Sometimes change is top-down, but it always 

fails if the whole company does not understand 
and support change. The question about when 
not to use alternative stories can include when a 
change in a specific direction is required, for in-
stance, moments of crisis, when no other options 
are viable; however, alternative histories in mo-
ments of crisis can be useful, as it allows a deeper 
analysis of how similar situations were handled 
in the past and what could have been done to 
achieve better results. There is also the issue of 
ethical dilemmas; alternative stories should not 
be used for the wrong reasons. 

In change management, alternative stories are 
used as a plan; they provide a sense of certainty 
of what is going to happen in the future. Some 
stories are more effective than others, and they 
must be positive. All employees help build the 
story together. They become the writers and au-
thors; they decide where to go and why. In this 
sense, change is easier when people are willing to 
take part, when it is voluntary and not enforced 
or imposed. Nevertheless, effective leadership is 
crucial, as it is meant to ensure that the alterna-
tive change story aligns with the organization’s 
mission, vision and values, and even the trends 
surrounding the organization. 

Being genuine is essential; people need to 
believe in the change that will result. If the sto-
ry is authentic, people will understand where 
the change will lead. Employees can fulfil their 
dreams with stories about their desired future 
and what they want to change. Using alternative 
stories also makes people happy, more produc-
tive, and less reluctant to change. Happiness has 
been introduced into different activities and has 
become one of the characteristics of the times we 
are living in. 

Change and storytelling are all about the hu-
man story, as individuals, and as organizations.
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