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To begin your understanding of the change process.  Change follows a 
predictable set of dynamics and you need to understand and master these. 

Session Objectives 
Your role in the process of change 
The change model 
How to create a need for change 
The key to change 
Dealing with resistance to change 
Developing a motivating vision 
Gaining commitment from others 
Change implementation 
HR 
Characteristics

Session Overview
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Session Objectives

1. To continue your development and enhance your 
leadership skills. 

2. To provide an introduction to change and your role in 
delivering change. 

3. To get you thinking about what you can do in your 
area in order to add long term value to the business. 

4. To get you thinking about what you need to do to 
really become an Agent of Change.
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Your Role

To be successful at implementing change you must: 

Face reality about a troubled business situation - in all aspects of life we must master change - so you 
must do so in the business - it can be painful. 

Be willing to change yourself - If you can’t change yourself, how can you change the business? 

Understand the leverage we can get from the flow of ideas and the implementation of change - success 
will require the kind of skill, speed and dexterity that can only come from an energised workforce. 

Recognise that once the process has begun it can never end as each achievement reveals a new 
challenge - so once you get ideas you keep refining them. 

Lead people and manage by objective. 

Give your people every opportunity to identify with their business - their enthusiasm is your most valuable 
asset - get people thinking for themselves. 

Always be willing to adapt; even broad goals must be flexible enough to respond to new events. 

Understand communication - it is not a speech or a presentation; real communication is an attitude.  It’s 
the most interactive of processes.  It requires hours of eye to eye back and forth.  It involves more 
listening and talking.  It is a constant, interactive process aimed at creating consensus.  Treat participants 
as equals - when differences in rank obstruct open communication, hierarchy becomes self defeating.
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Your Role

Understand that the 3 most important things we need to measure in the business are 
1. Customer satisfaction - If you’re growing customer satisfaction your market share will 

grow 
2. Employee satisfaction - Employee satisfaction gets us improvements in productivity, 

quality, pride and creativity. 
3. Cash-flow is the pulse of the business - the key vital sign of the company 

Any or all of the above should at the forefront of any change initiative. 

Change is not something you should fear - it’s something you should relish. 
Accept responsibility for your own work, your team and make it the best it can be. 
Change before you have to and lead change in your area before it is forced upon you.  If your 
manager has to tell you what to do, you’re far too late in doing what needs to be done. 
It requires you to take the challenge of creatively destroying and remaking on a continuous 
basis. 
You need to be a leader with ideas and the self-confidence to bring them to life.   

The biggest mistake you can make is not moving fast enough - you need a sense of 
urgency; other businesses are not sitting around waiting, they are evolving in order to put 

themselves in a better position, so must you.
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Your Role

The ultimate test on change is: 

“Are you enhancing the long term value of the 
business?”

If NOT, what are you going to do about it?
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Managing by Objective (MBO)

Management by objective (MBO) is a management technique where managers and 
employees work together to set, record and monitor goals for a specified period of 
time. 

The core concept of MBO is planning, which means that the business and its staff 
are not merely reacting to events and problems but are instead being proactive. 

MBO requires that employees set measurable personal goals based upon the 
business goals.  For example, a goal for a Training Officer working on the 
implementation of a new IT system could be to complete all process documentation 
and train all staff at least 2 months before launch.  The personal goal aligns with the 
business goal of going live with a new IT system on which all staff are fully 
competent. 

MBO provides a means to identify and plan for achievement of goals.  If you don’t 
know what your goals are, you will not be able to achieve them.  Planning permits 
proactive behaviour and a disciplined approach to goal achievement.  It allows you 
to prepare for contingencies and roadblocks that may hinder the plan.  Goals are 
measurable so that they can be assessed and adjusted easily.  The business can 
gain more efficiency, save resources and increase morale if goals are properly set, 
managed and achieved.
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Change Model

The only way to control your destiny is with ever improving levels of productivity. 
We need to have the might of a large organisation and the speed, flexibility and 
self-confidence of a small one.

The Awakening 

1. How to create a need for change. 
2. Dealing with resistance to change.

Envisioning 

1. Developing a motivating vision. 
2. Gaining commitment of others to the vision.

Rearchitecting 

1. Implementation. 
2. HR.
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What is the rationale for change ?

Start by carefully articulating why change is necessary.  Make sure that senior 
management are in total agreement.

It’s about articulating a change agenda.  How we go about waking the 
organisation / department / team; the unfreezing of old mind-sets and cultures.

Avoid the Boiled Frog Phenomenon - There is an old biological experiment that 
demonstrates a frog’s lack of attention to a charging environment.  The first step 
of the experiment is to place a frog in a pan of cold water.  As the temperature is 
raised from room temperature to boiling, the frog sits in the water, never jumping 
out and is ultimately boiled to death, demonstrating the risk that a business faces 
when it does not attend to its environmental changes.

If we don’t recognise the need for change the results can be 
catastrophic.

How to Create a Need for Change
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How to Create a Need for Change

Success depends on your ability to assemble and motivate people.  Requirements for 
this are:

Emotional Energy
One source of competitive advantage is the emotional energy level of the business.  
In a fast moving, complex, changing World, high levels of positive emotional energy 
lead to faster cycle times, hit quality, lower costs and the ability to continuously 
transform. 

Ideas
Ideas empower people and provide the fuel for positive emotional energy.  You don’t 
have to have every idea yourself- be open to ideas from anywhere and give credit 
where credit is due. 
It takes an enormous number of ideas to transform an organisation: ideas about 
value, strategy, ideas for practical improvements, ideas about how to do small things 
more efficiently and ideas for sweeping change. 
There is nothing like the emotional kick that comes from putting your ideas into action. 
Ideas can be incremental as well as transformational - Toyota are a World leader in 
the continuous flow of incremental ideas necessary to master continuous 
improvement.
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How to Create a Need for Change

Constant Progression
To really win in the market we must be constantly progressing and 
innovating.  One must embrace every change as an opportunity and 
not hesitate for fear of being wrong.  Being wrong is okay.  You can 
make mistakes but you must own them.  Take responsibility and move 
on.  Never get stuck in the past.  Change and then get on with it. 

Self-confidence
Challenge your staff 
Argue your corner 
Drive through change 
Make a decision 
Learn from failure 
Own up to mistakes 
Be candid with everyone
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The Key to Change

People are the key to everything. 
We have to find a way to engage the mind of every single 
employee.  If you’re not thinking all the time about making every 
person valuable, you don’t have a chance.  Consider the alternative: 

A. Wasted minds 
B. Uninvolved people 
C. A work-force that’s angry or bored 

THAT DOESN’T MAKE SENSE

Unescapable fact - there will be people that are too inwardly 
focused, who are scared of change, who will hold you back, the 
team back, the company back - what are you going to do about it? 
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Dealing with resistance to change

Resistance comes in 3 forms:

1. Technical resistance - this includes all of the rational reasons for resisting change: 
Habit - we’ve always done it this way so why change? 
Previous Investment - we’ve trained people to do it one way, why change? 
Inertia - fear and anxiety can paralyse people from moving forward. 

2. Political resistance - this is the response to the disruption of the existing power 
structure: 

Coalitions are disrupted - some will feel that their power is threatened. 
Resources are limited - in which case we must learn to be more productive - 
work smarter not longer hours 
Leaders often take the blame for problems that were created in the business. 

3. Cultural resistance - people clinging to the past due to their mind-set / being 
blinkered for years. 

Diagnose the major forces of resistance.  This is a critical step in the process and it 
often requires intense debate and compromise to resolve as all parties need to agree 
and work together.
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Developing a Motivating Vision

Visioning is a process.  It takes time and multiple iterations. 
Change requires emotionally exciting visions.  The pain of change requires an 
image of the “New Way”.  The contemporary problem with vision is that for many 
leaders it has become a sound-bite with platitudes without intellectually substantial 
ideas.  Platitudes quickly become a source of ridicule.  This ridicule leads to deep 
cynicism and alienation rather than the anticipated engagement of people. 
You need to be able to express a vision to a broad number of people. People have 
to want to buy into your vision so that when you implement it everyone wins. 
If you can’t articulate your vision, if you can’t get people to buy in, forget it.  You 
won’t be successful.  It won’t come from power and title. 
The vision process is a creative, often chaotic, multiple-iteration process.  It can be 
a group effort.  It is what we believe to be important.  It is a work in progress.  An 
architectural rendering that constantly gets modified.  We need to think “out loud” 
and get feedback from many different stakeholders. 
Before starting the creative visioning process, take time to carefully assess the 
current reality.  Before you can move forward, you need to understand your starting 
point. 
The paradox - visioning is not a democratic process but you need to spend time 
listening, sharing and working with your team to create a common vision but it is 
your responsibility to set the stake in the ground.



Training & Development
Developing a Motivating Vision

Your leadership responsibility is to create a vision for your department / 
team that is:

Challenging. 
Easy to understand. 
Not just one person’s dream but indicative of a team’s commitment. 
Not fixed or static but capable of evolving over time.  

You don’t have to do all the thinking yourself, be creative:

Use members of the team to set out what they think the department / team 
should look like in 1, 2 & 3 years. 
Look at and understand the market place - get others to do the research. 
Use other Team Leaders / Managers as a sounding board. 
Use external sources. 
Understand what our competitors are doing. 
Look at other industries - best in class.
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Gaining Commitment

This is where emotion becomes positive - you start to get buy in. 

Start by describing the current reality. Convince people that change is necessary (i.e. explain 
what needs changing and why) - The vision needs to be exciting and real, no platitudes. 

Ensure that you can describe the vision in 5 minutes or less. 

People have to want to buy into your vision.  If they do, you can implement it and together you 
can all win and reward yourself and the company. 

Talk about the change at every chance you get.  When you keep it fresh on everyone’s minds, 
they’ll remember it and respond to it. 

It is a group effort. 

Have open and challenging discussions with the team. 

Work through differences - address concerns openly and honestly. 

Prepare them to think about the desired future. 

Create a sense of urgency around the change implementation.
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Change Implementation

Quite simply you need to:

Have defined the current reality. 
Examine opportunities that could be or should be exploited. 
Create urgency around the need for change. 
Build coalitions - get the right people involved - start honest discussions and give dynamic and 
convincing reasons to get people talking and thinking. 
Be clear on any impediments.  Knock down walls and remove floors I.e. remove boundaries.  
Convince people that change is necessary.  This often takes strong leadership and visible support 
from key people within the business.  Managing change isn’t enough, you have to lead it. 
Create a strategy to execute the vision and communicate it powerfully. 
Remove bureaucracy. 
Create a flow of information & address people’s concerns openly and honestly. 
Consider training needs. 
Walk the talk - what you do is far more important and believable than what you say. 
Look for sure-fire projects that you can implement without help from any strong critics of the change. 
Quick wins are good but they are only the beginning of what needs to be done to achieve long-term 
change. 
Each success provides an opportunity to build on what went right and identify what you can improve 
on next time.
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HR

Seek to broaden individuals to include not only technical skill but: 

1. Facilitation, problem solving and interpersonal skills. 
2. Broaden their knowledge of the business. 
3. Embed a willingness to teach others. 
4. Make mentoring the key to expanding the business expertise.   

Take a longer term view when judging an individual’s contribution and 
career potential. 
Do this right and we will not only attract the right people but will be able to 
keep them and their accumulated knowledge in the business. 
We’ll also provide a high degree of stability for the business to function 
effectively. 
The team and the company will have more engaged and productive staff. 
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Characteristics

Value Characteristics
Lean Reduce tasks and the people required to do them

Reality Describe the environment as it is - not as we hope it to be.  This is critical to developing a winning vision 
and strategy and to gaining universal acceptance for their implementation

Agile Create fast decision making capability through improved communication and increased individual 
response.

Creative 1) Keep innovation - development of new ideas 
2) Increase staff satisfaction and operating margins through higher value products and services.

Ownership Self-confidence to delegate to others the freedom to act while at the same time having self confidence 
to involve the boss in issues critical to the business.

Candor /Openness 1) Complete and frequent sharing of information with staff (appraisals etc).  This is critical to employees 
knowing where they stand and how their efforts have been acknowledged. 

2) Support concept of individual responsibility, capability to act quickly and independently. This should 
increase job satisfaction and improve understanding of risks.  Though there will be some high 
impact items that require your oversight.

Simplicity Strive for brevity, clarity, the ‘elegant, simple solution’ less is better.  Less complexity improves 
everything from reduced bureaucracy to be better client outcomes and improved service.

Integrity Never bend the truth - live within the spirit and letter of the laws of every business arena.  Critical to 
gaining acceptance of our right to prosper.  Every share owner that invests, every client that purchases, 
every employee that works for us, they all depend, expect and deserve ur unequivocal commitment to 
integrity in every facet of our behaviour.

Dignity Respect and leverage the talent and contribution of every individual.  Teamwork depends on trust, 
mutual understanding and the shared belief that the individual will be treated fairly in any environment.


