
Leading Change

a seminar for senior managers



Change happens
• “The Cretaceous–Paleogene (K–Pg) extinction event,[was a 

mass extinction of some three-quarters of plant and animal 
species on Earth that occurred over a geologically short 
period of time 66 million years ago”.

http://en.wikipedia.org/wiki/Cretaceous%E2%80%93Paleogene_extinction_event


An Inconvenient Truth – or two



Change is inevitable

• “It is not the strongest of the species that 
survives, nor the most intelligent that survives. It 
is the one that is the most adaptable to change.”

Charles Darwin
• The only constant is change, continuing change, 

inevitable change, that is the dominant factor in 
society today. No sensible decision can be made 
any longer without taking into account not only 
the world as it is, but the world as it will be.”

Isaac Asimov, Russian born American science-fiction 
writer and biochemist, 1920-1992
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• Increase urgency
• Build a guiding team
• Get the vision right
• Communicate for buy-in
• Empower action
• Create short term wins
• Don’t let up
• Make change stick

John Kotter is a leading expert on change management

Welcome Back Kotter



Change can affect us personally and 
deeply



It’s OK to be upset
One of the best examples of managing fear of change was done by a 
colleague.  The organisation in question was going through a 
fundamental change that would result in changes to how jobs were 
done and to the number of people they were employing. 
Communication about the change had been ordinary at best and there 
was a lot of uncertainty. 
My colleague observed a staff member stand up, swear, throw her 
chair so hard that it bounced.  Fortunately it didn’t hit anyone. 
He motioned her over and instead of the telling off she was expecting, 

he hugged her.  She burst into tears and they went to his office where 
she just talked about how she felt.  Afterward, she felt a great deal 
better.
The hug was a high-ish risk step but this particular manager had the 
personality and respect to pull it off.  



Why we need to be more effective at change

Large projects failure tend to make the 
headlines, for example, Emerge2 ($229m), FBI's 

Virtual Case File ($104m), and J Sainsbury's 
($526m) automated supply-chain management 

system.

Originally billed as the most 
advanced system in the world, 

the baggage handling system at 
the new Denver International 
Airport was to become one of 
the most notorious examples 

of project failure.

Toledo Deputy Mayor 
reassigned following 

Southwick project failure.

Indiana wanted to outsource its welfare 
processing systems. Outsiders rarely learn the 

details of failed outsourcing projects. The people 
involved either won’t talk about it or won’t admit 

the project failed. In this case, we know the 
details because the client and the vendor chose 

to sue each other, and the details of their 
disagreement are now in the public record.



Performance to benefit
KPMG (2010): 

“… more than 25% of 
organisations don’t 

track benefits and over 
50% stated they did not 

consistently achieve 
stated project 
deliverables..”



You will need to invest

• Do I understand this investment?
• Does this investment stack up?
AND
• Can I manage this investment – along with all 

the others? 
• What can I do to bolster my capability in order 

to increase my chance of success?



Aligning for success
Any business case should 
describe…
• What the business 

problem or opportunity is
• What is driving us to act
• What the future state 

looks like
• What we don’t yet know 

and what happens if we 
do nothing

• What solution options 
look feasible

• Leadership & 
management

Factors for successful change

• Mobilize commitment to change through 
joint diagnosis of business problems.

• Develop a shared vision of how to organise 
and manage for competitiveness

• Foster consensus for the new vision, 
competence to enact it and cohesion to 
move it along

• Spread revitalization to all departments

• Institutionalize revitalization through formal 
policies, systems and structures

• Monitor and adjust strategies in response to 
problems in the revitalization process



The balance of change

Normal Service
- Transactional

- Enhanced
1st order changes

Operational 
extension
- Same but 

better
- More in 

same area
2nd order 
changes Tr

an
sf

or
m

at
io

n 
(3

rd
or

de
r)

-N
ew

 se
rv

ic
e-

N
ew

 se
rv

ic
e 

m
od

el



Change cannot always be controlled –
but it can be led

• Information quality – it is rarely fully complete or accurate
• Ambiguity – I have known choices, with somewhat 

predictable consequences
• Uncertainty – I just don’t know some things
• Wicked problems – sometimes I just have to go ahead and 

deal with what happens
• The operating environment does not stay still

“I have to make the call and lead with the information I 
have”.
“I have to accept I am likely to be wrong in places”.



The change adoption model
Change has to get 

to here to 
become self-

sustaining

Change has to get 
to here to be 

credible



Its all about the people

Pixar is a community in the true sense of the word. 
We think that lasting relationships matter, and we 
share some basic beliefs: Talent is rare. 
Management’s job is not to prevent risk but to build 
the capability to recover when failures occur. It must 
be safe to tell the truth. We must constantly 
challenge all of our assumptions and search for the 
flaws that could destroy our culture. 
Ed Catmull, Pixar Co-founder



If its all about the people; who are 
they?

• The Sponsor (SRO): turns vision to capability and 
benefits

• The Project/Programme Board: marshal organisational 
capability and know-how 

• Project/Programme Manager: turns change into plans 
and actions

• The team: turns action into results
• Business owner: turns results into capabilities
• The key SME: knows the opportunities and weaknesses
• The key stakeholder: define acceptability and can be a 

champion



Setting the tone
In creating the risk appetite statement for the Office of the Clerk, CEO  
and Clerk of the House Mary Harris identified only a few things that 
had to be exactly right. One of these was making sure that legislation 
for Royal Assent was absolutely correct. 
For many other things, she was prepared to take a calculated risk and 
deal with getting it wrong. This allowed her to provide the needed 
service and be appropriately innovative with the resource at her 
disposal. 
It was an excellent piece of leadership and really set her Tier 2 
managers to thinking about how they would cascade Mary’s words 
into the way they worked. 
Part of the conversation became about how to reward Tier 3 & 4 for 
getting it wrong while trying to do the right thing in a very pressure 
cooker environment.



Expressing the need for change

• What are the non-negotiables?
• Is the body of change about “us”? 
• Do other staff feel the same imperative as we 

do?
• Does the vision describe a compelling WHY?
• What am I saying about the change  - am I 

congruent?



Provide the opportunity to succeed

Leadership is lifting a person’s vision to high 
sights, the raising of a person’s performance to a 
higher standard, the building of a personality 
beyond its normal limitations. 
Peter Drucker



Feel the fear and do it anyway

• What is our risk appetite?
• Provide top cover
• Make tough calls – but listen first
• Work to ‘good enough’
• Set measures and strive to achieve them
• Kill the poor changes



Real Management focus
The organisation was reducing from about 180 to about 102 staff, with a big 
part of the business just being removed. Senior management  did the best 
thing possible; once the change drivers were announced, senior managers 
listened. 
The site General Manager was often seen just visiting work areas and talking 
to people. His next tier managers were expected to do the same with their 
people and with any other team. Simple things that were ‘on message’ were 
answered immediately. Others were rapidly brought back to the Senior team 
and followed with a reply – and passed to the sites, because we knew that 
more often than not others had exactly the same question.  
No one was happy about the changes, but by the time the changes were 
actually implemented the level of acceptance was quite high. Out-placement 
and career counselling had been part of the package. The redundancy 
provisions went over and above what was expected. Despite relatively austere 
times (early 1990s New Zealand) most people found work relatively quickly. 
Even the union in question felt that the change was well handled. 



Change resistance

“People don’t resist change – they resist being 
changed” (Peter Senge)

• Can’t see WIIFM or it all “looks bad”
• Going against perceived purpose/culture
• Have no say
• Can’t trust senior team
• Change-weary



Don’t get stuck in the process

“Objectives are not fate; they are direction. 
They are not commands; they are commitments. 
They do not determine the future; they are 
means to mobilize the resources and energies of 
the business for the making of the future.”
Peter Drucker



Honesty is the best policy

Our global market economy, technology introductions, 
aging Boomer population, and “less than honest” world 
competition have all had an impact. 
Today, nine in 10 workers grow disengaged when 
companies don’t do the right thing and handle change 
well. 
By contrast, among companies where employees believe 
an employer is honest and caring in handling change, 
only 40 percent become disengaged. 
Nadia Haridi, Impact of Change on Workforce Productivity and Engagement.



Practices for successful change

• Confront the brutal facts: what are our 
strengths and weaknesses at delivering 
change?

• Provide a vision of the future that has appeal  
and listens to alternatives

• Provide appropriate challenge – the friendly 
sceptic

• Make decisions: timely and understandable



Behaviours for successful change

• Be genuine
• Listen to their concerns and worries, and say 

“I believe in you’.
• Back them
• Recognise achievement - meaningfully



Behaviour does matter
…the significant relationships between specific leader 
behaviors and success rates of change emerge as perhaps the 
most important contribution of this study. Prior research 
provided insight into the positive relationships between leader 
behaviors and success with change implementation, yet they 
neglected to prioritize the importance of each. Our research 
suggests the importance of particular behaviors and reveals 
that a considerable percentage of variance in leader change 
effectiveness is predicted by talent in motivating others, 
followed closely by the ability to communicate effectively. 
(Gilley, A., J.W. Gilley and H.S. McMillan. Organizational 
Change: Motivation, Communication and Leadership 
Effectiveness)



Don’t become extinct

The outbreak of foot and mouth in the UK in 2001 
had a major effect on the country. The impact on 
was a direct financial impact and a reputational 
impact, given the number of events that had to be 
cancelled. 
A review highlighted some very major issues in the 
UK Ministry of Agriculture, Fisheries and Food’s 
ability to respond. 
Shortly after, MAFF was restructured into DEFRA.



The 11 Paradoxes of Leadership
(Lego)

• To be able to build a close relationship with one’s staff and to keep 
a suitable distance

• To be able to lead and to hold oneself in the background
• To trust one’s staff, and to keep an eye on what is happening
• To be tolerant and to know how you want things to function
• To keep the goals of one’s department in mind, and at the same 

time be loyal to the whole firm
• To do a good job of planning your own time and to be flexible with 

your schedule
• To freely express your view and to be diplomatic
• To be a visionary and to keep one’s feet on the ground
• To try to win consensus and to be able to cut through
• To be dynamic and to be reflective
• To be sure of yourself and to be humble



• Culture & values
• Reputation
• Legislation/Regulation
• Expectation
• Competitors/ Collaborators

• Methods, tools
• Policy/ procedure
• Technical architecture, platforms
• Applications
• Premises

• Information
• Info flow
• Decisions
• Value creation
• Operating models
• Budgets, revenue

• Roles
• Skills
• Knowledge
• Behaviour
• Organisational type
• Contracts/agreements

People Process

EnvironmentSystems

How do I plan change?



Change means doing things differently

“Here is Edward Bear, coming downstairs now, 
bump, bump, bump on the back of his head 
behind Christopher Robin.  
It is, as far as he knows, the only way of coming 
downstairs, but sometimes he feels that there 
really is another way, if only he could stop 
bumping for a moment and think of it” 
A.A. Milne, Winnie the Pooh


	Leading Change�
	Change happens
	An Inconvenient Truth – or two
	Change is inevitable
	System model of change
	Welcome Back Kotter�
	Change can affect us personally and deeply
	It’s OK to be upset
	Why we need to be more effective at change�
	Performance to benefit
	You will need to invest
	Aligning for success
	The balance of change
	Change cannot always be controlled – but it can be led
	The change adoption model
	Its all about the people
	If its all about the people; who are they?
	Setting the tone
	Expressing the need for change
	Provide the opportunity to succeed
	Feel the fear and do it anyway
	Real Management focus
	Change resistance
	Don’t get stuck in the process
	Honesty is the best policy
	Practices for successful change
	Behaviours for successful change
	Behaviour does matter
	Don’t become extinct
	The 11 Paradoxes of Leadership�(Lego)
	How do I plan change?
	Change means doing things differently

