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More Praise for the Second Edition of Beyond Change Management

“Once again, Dean and Linda have nailed it! Beyond Change Management is an extraordi-
nary book examining the shift s in change management that have occurred over the years. 
Th is book off ers real, practical solutions for change practitioners to become extraordinary 
conscious change leaders.”

—Darlene Meister, director, Unifi ed Change Management, 
United States House of Representatives

“Entering the offi  ces recently of a highly respected Fortune 500 company, I was stunned by 
the enormity of change they were facing and at the same time how ill-equipped they were to 
deal with the challenges that lay ahead of them. Th ey had little capacity to lead and manage 
the change required. And, of course, consulting fi rms were swarming all over them. Th ey  
needed this book by the Andersons to help them. In fact, Chapter Five alone on building 
organizational capability is worth the price of the book.”

—W. Warner Burke, Ph.D., Edward Lee Th orndike Professor of Psychology and Education; 
chair, Department of Organization and Leadership; program coordinator, Graduate Programs 

in Social-Organizational Psychology, Teachers College, Columbia University

“Beyond Change Management is a must-read for today’s C-Suite executives and those who 
lead organizational change. Change is a fact of life in all successful businesses. Based on this 
breakthrough construct, we now view our approach to transformational change as a strate-
gic advantage. It is a way of thinking and organizing each critical systemwide initiative for 
our healthcare system.”

—Alan Yordy, president and chief mission offi  cer, PeaceHealth

“While the fi rst editions were excellent to begin with, these enhanced second editions of 
Beyond Change Management and Th e Change Leader’s Roadmap are even better with age. 
Th e additional years of exp erience deep en the author’s articulation of the links b etween 
theory and practice. Th ese books are outstanding resources for both organization change 
consultants and organization system leaders. Having a roadmap in common promotes the 
teamwork required for complex adaptive and continually evolving change eff orts.”

—Charles Seashore, Ph.D., Malcolm Knowles Chair of Adult Learning, 
Fielding Graduate University, Santa Barbara, California

“Dean and Linda have broken the code by integrating the leadership of people and culture 
with business content to deliver results from change. Th ey are unquestionably the experts 
in leading transformation in business. Th is book reveals their wisdom.”

—Pete Fox, general manager, Corporate Accounts Microsoft  US

“For today’s leaders and managers, the promise of ‘change management’ seems to be every-
where, but unfortunately not how to achieve real change results. Th at gap is ably fi lled by the 
Andersons who use their more than sixty years of combined experience to clearly explain 
what is needed and how to do it. Th eir discussions of a multidimensional, process-oriented 
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approach for achieving transformational results and what it takes to be a conscious change 
leader should be required reading in all OD and MBA programs.”

—Robert J. Marshak, Ph.D., organizational change consultant; 
senior scholar in residence, MSOD Program American University

“In every generation there are creative and disciplined mapmakers who provide clear guid-
ance to those whose paths will take them on similar journeys. Dean Anderson and Linda 
Ackerman Anderson are this generation’s mapmakers. Th eir books are rich, resilient, com-
prehensive and innovative guides t hat enable change leaders and consultants to practice 
their trades with heightened awareness and skill. Th eir grasp of the multiple dimensions of 
leading successful transformation help us recognize both the practical and the wise.”

—David S. Surrenda, Ph. D., author, Retooling on the Run

“Th e comprehensive and pragmatic thinking in this book has truly taken my company and 
myself beyond change management. Th is is a must-read for all consultants and executives 
who aim to master successful implementations in organizations—and who does not have 
that asp iration? Th is is no t academia; t his is t he ess ence o f many y ears o f practitioners’ 
experience. And it works!”

—Th omas Fischer, director COO, Valcon Management Consultants A/S

“Transformative times r equire tra nsforming t he wa y w e c hange! Th is b ook c hallenges, 
equips and encourages  leaders to understand how to deliver breakthrough results. It is not 
just about change . . . it is about YOU as a leader in these transformative times.”

—Professor Todd D. Jick Columbia Business School 
President, Global Leadership Services

“In Beyond Change Management and the Change Leader’s Roadmap, Dean and Linda pro-
vide practitioners and executives not only the how (tools) but the why (concepts). If you are 
looking for a comprehensive treatment of the tricky journey of transformation, this is it.”

—Christopher G. Worley, Center for Eff ective Organizations, University of Southern 
California; former director, MSOD Program at Pepperdine University

“Want a well-documented and valuable book for moving beyond change management–one 
that can reduce work and improve results? Well, this is that book. It’s for those who are seri-
ous about their eff ectiveness in the face of change.”

—Mel Toomey, LHD, scholar in residence for Master of Arts in Organizational 
Leadership Center for Leadership Studies, Th e Graduate Institute

“In today’s dynamic business environment a vital competency every senior executive must 
bring to his/her o rganization is no t just change management but change leadership. Th is 
book is a must-read for any such executive as it creates a comprehensive roadmap for change 
by off ering key concepts, powerful insights, relevant examples and practical how to’s.”

—Richard Whiteley, cofounder, Th e Forum Corporation; 
author, Th e Customer-Driven Company

ffirs.indd   iiffirs.indd   ii 8/20/10   12:54:03 PM8/20/10   12:54:03 PM



“Beyond C hange Management i s an ess ential b ook for anyone attempting t o under stand 
and manage complex change, especially today’s health care leaders. Th e book off ers a com-
prehensive a nd p ractical guide t hat will hel p y ou g et c hange r ight t he fi rst time . I t will 
signifi cantly increase your likelihood of success and lower your risk of costly setbacks. We 
have used the Being First methodology successfully on a variety of diffi  cult organizational 
change ini tiatives inc luding major c linical quality improvement and s afety  initiatives, as 
well as  technology implementations such as electronic health record and enterprise resource 
planning systems. Based on more than fi ft een years of experience successfully managing 
complex clinical and operational change, I highly recommend Beyond Change Management 
and its companion text, the Change Leader’s Roadmap.”

—John Haughom, M.D., senior vice president, 
Clinical Quality and Patient Safety, PeaceHealth

“Beyond Change Management is yet another extraordinary resource from Dean Anderson 
and Linda Ackerman Anderson. Th ere is nob ody more qualifi ed to teach organizational 
transformation to beginners as well as seasoned professionals. Th is book should be required 
reading for anyone engaged in change management!”

—Rayona Sharpnack, founder and CEO, Institute for Women’s Leadership

“Th ere is a p owerful energetic force inside all of us t hat, once unleashed, can make any 
change a  re ality. Beyond C hange M anagement ca ptures t hat ess ence wi th passio n a nd 
purpose.”

—Richard Leider, author, Repacking Your Bags and Th e Power of Purpose

“Beyond Change Management and the Change Leader’s Roadmap are the best sources I know 
to learn how to lead and excel at change and business strategy execution.”

—Eric Dillon, chief operating offi  cer, Servus Credit Union Ltd.

“Even t he exp ert a nd exp erienced c hange p ractitioner will b e h umbled b y t his b ook. 
Th e leaders we support require us to transform our skill set so they can  transform their 
organizations. Th is book brings together the totality of the most relevant and applicable 
approaches to advancing change successfully, but more important it fi lls the gap we all 
fundamentally need—how to move ourselves and our organizations to achieve transfor-
mative change.”

—Polly Ragusa, director, Organization and Learning Development, Cisco

“Th is s econd edi tion o f t he p ioneering b ook Beyond C hange M anagement co ntinues t o 
break ne w ground in exp laining w hat tra nsformational c hange is all a bout, a nd w hat i t 
takes to lead and make it happen. Th e authors present a straightforward account of trans-
formational change combining relevant concepts and approaches with their own extensive 
experience helping organizations tra nsform t hemselves. Th e b ook is hig hly informative, 
stimulating, and inspiring.”

—Th omas G. Cummings, professor and chair, Department of Management and 
Organization, Marshall School of Business, University of Southern California
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“Th e Andersons have a proven track record in the fi eld of Organization Development. Th is 
most recent contribution furthers and reconfi rms their reputation for exceptional contribu-
tions. Th eir work provides us with a systematic integration of the most recent thinking and 
practices in OD—essential reading for both managers and OD consultants.”

—Peter F. Sorensen, Ph.D., director, Ph.D. and Masters Programs 
in Organization Development, Benedictine University

“Dean Anderson and Linda Ackerman Anderson remind us that leading change continues 
to be a cr itical capability for organizations who want to thrive in the twenty-fi rst century. 
Th ey revive the solid wisdom of change leaders from years gone by and bring us up to date 
with the essential organizational and human dynamics we must consider as we transform 
our organizations for future success.”

—Jackie Alcalde Marr, director, Organization and Talent Development, North America 
Oracle USA; coauthor of Social Media at Work; founder, Evolutions Consulting Group

“Linda and Dean are in a uniq ue position to off er such comprehensive thinking, models, 
and tools for change because they have devoted over three decades working directly with 
senior leaders and strategic consultants in numerous transformations across a wide variety 
of organizations. By doing the work, studying the theory, and refl ecting on outcomes, they 
have captured both the basics and the nuances of change and integrated them into under-
standable models, processes, and tools. Th ese books are essential reads for change leaders as 
the authors have advanced the theory and practice of planned change to new heights. Kurt 
Lewin would be proud!”

—David W. Jamieson, Ph.D., practicum director, American Univ/NTL MS in OD 
Program; past president, American Society for Training and Development

“Th is volume contains the best guidelines anywhere for supporting organizational transfor-
mation processes. It provides the fundamental essentials for preparation to lead change.”

—John Adams, Ph.D., emeritus professor, Saybrook University 
Organizational Systems Ph.D. Program

 “Linda Ackerman Anderson and D ean Anderson bring t heir many decades o f practical 
experience in supporting leaders in systemwide change to this book that makes explicit the 
relationships a mong minds et, le adership ac tions, p roject p lanning, a nd co mplex c hange. 
While it’s never easy to accomplish this kind of change at an enterprise level, this book makes 
the change leadership process understandable, clear, and actionable—so you can succeed.”

—Kathryn Goldman Schuyler, Ph.D., Marshall Goldsmith
 School of Management, Alliant International University

“Building a service culture requires the transformation of leaders’ and employees’ mindsets 
and behaviors and the continuous upgrading of an organization’s processes and systems. 
Th is extraordinary book provides the insights, methods and tools you need to succeed in 
this challenging yet essential transformation. Study it thoroughly, apply it rigorously, and 
succeed brilliantly.”

—Ron Kaufman, founder, Up Your Service! 
College; author, Up Your Service!
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“As the authors of this book note, eff ecting transformation in contemporary organizations 
requires a deep under standing of change and a new set of leadership skills and strategies. 
Written in a c lear and accessible style, this practical and thought-provoking text provides 
leaders of change the means by which to develop these important attributes.”

—David Grant, professor, Organizational Studies, University of Sydney

“Rather than rely on tried-and-true methods that worked in the past, Dean and Linda chal-
lenge leaders to shed outdated thinking and make new choices about how they lead change. 
Th ey help leaders wake up to their unconscious beliefs that lead to ineff ective actions, sys-
tems, and work cultures. Read this cutting edge book to learn how to recognize old ways of 
thinking and adopt new mindsets that foster meaningful change.”

—Faith Ralston, Ph.D., author, Dream Teams, Emotions@Work, 
and Play Your Best Hand

“Th is book is a must-read for anyone interested in taking their change leadership eff orts to 
a whole new level. Th is is t he fi rst book that recognizes and explains the possibilities you 
can achieve by utilizing your expanded awareness to lead transformational change. It is so 
exciting for me see how I can better combine my personal growth and evolution in apply-
ing the tools and concepts laid out in the book for the large-scale change programs that I 
manage.”

—Donna Edwards, Director, Intel Corporation

“I have b een using Beyond Change Management wi th my students for years. It provides 
methods the authors have pioneered to help organizational members shape the future and 
build organizational capacity. It teaches leaders how to overcome complex issues, w hich 
allows them to stay focused on human dynamics that impact organizational performance. 
It is a rich companion for anyone growing oneself and the members of their organization to 
be accountable for the whole! Th is book is an excellent resource for any practitioner who is 
in the midst of helping organizations through change.”

—Jacqueline M. Stavros, associate professor and director, 
Doctorate of Business Administration, Lawrence Technological University

“Conscious leadership is exac tly what is required to move any change eff ort forward. Th e 
Andersons in tegrate a wareness a nd h uman p otential p roviding r emarkable in sight in to 
leading eff ective and transformational change. Beyond Change Management need not b e 
on y our shelf–i t needs t o b e in y our ha nds! Today is c hange. Tomorrow is c hange. G et 
Beyond Change Management and you will be prepared to lead gracefully and resiliently into 
the future. Leading any change is not easy work. Make it rewarding by understanding the 
interconnectedness of people, relationships, and systems. Change your world. Change your 
worldview. Get Beyond Change Management—it is just so necessary. Whether you’re learn-
ing or leading or both—this book is the book.”

—Zoe MacLeod, director, Centre for Applied Leadership and Management, 
Royal Roads University

 “Engaging, tangible, practical, compelling! Based on decades of experience, Beyond Change 
Management draws you into the world of what is p ossible within the domain of change. 
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From determining the type of change eff ort to developing organizational and leadership 
capacities that increase the success of change initiatives, this book is easy to read and apply. 
It is written for a wide range of audiences including executives leading strategy, operations 
planning and executing change, learning and development groups, and anyone who wants 
to build long-term capabilities.”

—Barbara Plumley, vice president regional operations, 
HealthCare Partners Medical Group 

“Quality o utcome me asures a nd e vidence-based medicine will dic tate ho w pa tients a re 
treated in the future. Th is book comes at just the right time to guide health care profession-
als, physicians, and hospital administrators toward adopting such important but sometimes 
threatening changes. It provides a pathway to embrace the change we must all accept.”

 —Jim A. Youssef, M.D., founder, SpineColorado

“In this book, Dean Anderson and Linda Ackerman Anderson not only show you the most 
eff ective path for success in y our change outcomes but also how you can revitalize your 
organization and people in the process.”

—Christian Forthomme, CEO, RealChange Network, Inc. 

 “If you missed the Anderson’s fi rst editions, you may not know what a terrifi c contribution 
they are to the fi eld of Organization Development. Now you have a second chance to read 
these excellent new editions from these gift ed writers. Th ese books are essential reading to 
those who want to become master practitioners in this fi eld.”

—Jane Magruder Watkins, coauthor, Appreciative Inquiry: 
Change at the Speed of Imagination

“Beyond Change Management is a m ust-read for managers, consultants, and anyone else 
interested in t he process of transformational change. It challenges conventional wis dom 
regarding change and off ers an engaging and insightful alternative based upon the notion 
of ‘conscious change leadership.”

—Cliff  Oswick, chair, Organization Th eory; academic dean for Law 
and Social Sciences, Queen Mary, University of London

“Th e defi nitive ‘how to’ guide for change leaders—the Andersons have taken up where the 
theorists left  off , providing practical mechanisms and strategies to build change capability 
within organizations. Th ey challenge all of us who call ourselves change agents to practice 
what we preach and build refl exive consciousness into all our change leadership eff orts.”

—Quentin Jones, Australian managing director, Human Synergistics International, 
coauthor, In Great Company—Unlocking the Secrets of Culture Transformation

ffirs.indd   viffirs.indd   vi 8/20/10   12:54:05 PM8/20/10   12:54:05 PM



FREE
Premium ContentP

This book includes premium content including

worksheets and job aids that can be accessed

from our Web site when you register at

www.pfeiffer.com/go/anderson
using the password professional.

Instructors are invited to download a free Instructor’s

Guide with materials and information for using

Beyond Change Management (or The Change

Leader’s Roadmap in that book) in a workshop

or college course. The Instructor’s Guide includes

PowerPoint slide shows, key points, resources,

student activities, helpful teaching strategies, and

other supplemental classroom aids. College

professors may download the materials at

www.wiley.com/college/anderson

Corporate trainers, please email instructorguides@
beingfirst.com to receive your copy for use in your

executive and management development programs.
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opment and HR management, and we offer effective and customizable tools

to improve workplace performance. From novice to seasoned professional,

Pfeiffer is the source you can trust to make yourself and your organization

more successful.

Essential Knowledge Pfeiffer produces insightful, practical, and

comprehensive materials on topics that matter the most to training

and HR professionals. Our Essential Knowledge resources translate the expertise

of seasoned professionals into practical, how-to guidance on critical workplace

issues and problems. These resources are supported by case studies, worksheets,

and job aids and are frequently supplemented with CD-ROMs, websites, and

other means of making the content easier to read, understand, and use.
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expense by offering proven, ready-to-use materials—including exercises,
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CD-ROM format to facilitate copying and customization of the material.

Pfeiffer also recognizes the remarkable power of new technologies in

expanding the reach and effectiveness of training. While e-hype has often

created whizbang solutions in search of a problem, we are dedicated to
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today’s on-the-go trainers and human resource professionals.
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 xix

        PREFACE          

 Our life ’ s work has al ways been about change. Dean started his ca reer in t he 
Ā eld of personal change, and Linda in organizational change. In 1986, when 

we met, i t b ecame c lear t hat o ur tw o p rofessional sp ecialties w ere me ant t o b e 
merged into one uniĀ ed approach to transforming organizations. 

 Dean was one of the Ā rst people doing deep personal mastery work in orga-
nizations, having created the Optimal Performance Institute to off er his approach 
to b reakthrough p erformance (o riginally de veloped f or w orld - class a thletes) t o 
 people in business. Linda was one of the founding leaders of the Organization Trans-
formation mo vement, f ocusing o n t eaching t he p rocess o f o rganization c hange 
and transformational leadership to executives and consultants world wide. At the 
time of our meeting, Dean had r ealized that his p ersonal and team performance 
models and interest in culture had to align with the complexities of larger organi-
zational systems, while Linda had r ecognized that her w ork required more overt 
emphasis on personal and cultural change to fortify her large systems work. Both 
our interests and the requirements of successful large systems transformation were 
moving each of us toward the other’s expertise. 

 In 1988, w e brought our specialties, insights, and theories together to create 
an integrated approach to leading transformation and to form Being First, Inc. In 
our early years, we mentored and coached one another in our individual specialties; 
now, we each stand in both arenas — personal and organizational  transformation —
 and consult to senior executives across industries, government, the military, and 
large nonproĀ ts. 

 Individually, a nd t hen co llectively a t B eing Fir st, w e ha ve al ways co n-
sidered ourselves thought leaders in t he area of transformation, not so much 
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because of w hat we know, but b ecause of t he c utting edges we are willing to 
explore and the continual learning and development we pursue. We are com-
mitted to  pushing the envelope of thinking and practice for accomplishing tan-
gible, breakthrough - level results. We created Being First — appropriately named 
for our bias toward the personal work required to transform individuals and 
organizations — to o ffer o ur t hinking a nd ad vice t o p eople a nd o rganizations 
around the world. 

 Being Fir st, I nc. is a f ull - service c hange ed ucation, co nsulting, a nd c hange 
leadership de velopment Ā rm assistin g o rganizations t o maximize t heir b usiness 
results from change, transform their people and culture, and build internal change 
capability. We provide organizational change capability and change strategy con-
sulting, en terprise - wide b reakthrough tra ining f or c ulture a nd minds et c hange, 
change leadership skill de velopment for leaders and consultants, licensing of our 
change p rocess met hodology, coac hing, p ersonal tra nsformation tra ining, a nd 
transformational team development. We support clients to create strategic disci-
plines for change so that their organizations can embody masterful change leader-
ship and increase their success f rom change. We are developing a c urriculum for 
women leaders and managers and are planning a w orldwide Change Leadership 
Institute. 

 Our s tyle, bas ed on our commitment to walk o ur own t alk, is t o co - create 
a p ersonalized stra tegy f or e ach c lient wi th t he a ppropriate bala nce o f co nsult-
ing, tra ining, a nd met hodology, in tegrating p ersonal c hange a nd o rganizational 
change. We are devoted to our own continuous learning and development through 
applying our own personal practices and true partnerships with our clients. Our 
personal and organizational work provides us the opportunity to develop, Ā eld test, 
and write about what we see is required to transform human systems successfully 
and consciously. 

 We r eleased t he Ā rst edi tion o f t his b ook a nd i ts co mpanion v olume, Ā e 
Change Leader’s Roadmap, in 2001. Much has happened since then—in the world, 
in organizations, and in us. Th e messages of the Ā rst edition are as relevant today 
as they were then, and in many ways, more so. Th e challenges of change leadership 
continue to increase. Transformations in organizations are ever more complex, the 
stakes are higher, and the impact these changes are having on people and culture 
are more profound now than ever. Th ese challenges are requiring leaders and those 
that consult to them to advance their thinking and methods. As we develop and 
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evolve ourselves, we see with ever greater clarity and distinction what is required to 
succeed at transformation—personally, organizationally, and globally. 

 To help meet these challenges and clarify the terrain of positive change, we have 
added Ā ve new chapters to this edition, further developed another one, and removed 
three that no longer seemed as pertinent. We have made these changes to integrate 
our insights and learning over the past decade. We have attempted to capture what 
is true for us in this moment in time in the evolution of change and leadership. Th is  
has been a challenging eff ort — a bit like trying to capture a river that keeps on fl ow-
ing. Th e insights we explore here will continue to evolve — and have done so even as 
we have rewritten them. We explore ideas and theory at the conceptual level; off er 
strategies, actions, and tools at the pragmatic level; and attempt to bridge the two in 
the clearest and most useful way possible for you, our reader. 

 For t hree decades, w e ha ve t horoughly en gaged in t he deba te o f p ersonal 
change versus organization c hange, c hange t he p eople or c hange t he str uctures, 
carefully plan change versus let it unfold, manage change versus consciously lead it, 
and focus on process versus outcomes. Th e debates continue, drive our investiga-
tion, and fuel the wisdom we seek to share.

In our writing, we have attempted to be forthright about what we see as true, 
while keeping our mindset and eyes open to what we do no t yet understand. We 
have attempted to denote what we think is factual, what we believe due to our own 
experiences, and what we are still learning or questioning. 

 We invite you, our reader, into this exploration with us — into the inquiry —
 into our attempt to give language, guidance, and incentive to growing the Ā eld of 
 conscious  change leadership. We hope you will participate in the conversation about 
the issues and propositions in t hese books, and then put them to the test in your 
own conscious leadership of change. 

 Please read on with the spirit of inquiry. Read with your concern for the state 
of today ’ s organizations. Read to contribute to our collective ability to transform 
organizations in to p laces in w hich p eople lo ve t o w ork a nd f eel r egenerated, as 
well as add value to their customers and stakeholders. Read on with a concern for 
people and the world, and how to make our lives ever more healthy and mean-
ingful as w e co llectively co-create a f uture of greater s ocial justice and environ-
mental sustainability. Read on while honoring how far the Ā elds of organization 
transformation, change management, and change leadership have come from the 
Ā rst attempts to infuse the values of planned change and human development into 
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organizations. And please read with yourself in mind as a le ader or consultant of 
change. Our message is written for you, and we hope it beneĀ ts you personally and 
professionally. 

 Dean Anderson 
 Linda Ackerman Anderson 

 Durango, Colorado 
 Spring 2010          
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 1

                                                                                                  INTRODUCT ION          

           Ā ere is nothing more diffi  cult to take in hand, more perilous to conduct, or more 
uncertain in its success, than to take the lead in the introduction of a new order 
of things.

—Niccolo Machiavelli, Ā e Prince (1532)

We can remember when change consultants were few and far between. About 
the only people thinking about and promoting planned change back then 

were a ha ndful of organization development practitioners, and they seldom cap-
tured the attention of senior leaders.

Now in t he twenty-Ā rst century, change and how to lead it successfully has 
become a critical topic on the minds of organizational leaders. And for good rea-
sons: Change is ha ppening everywhere; i ts speed and complexity are increasing; 
and the future success of our organizations depends on how successful leaders are 
at leading that change. In today’s marketplace, change is a requirement for contin-
ued success, and competent change leadership is a most coveted executive skill.

Organizations’ trac k r ecords a t c hange a re no t v ery g ood. Th e vast ma jor-
ity of today’s change eff orts are failing to produce their intended business results. 
Th es e struggling eff orts are producing huge cost to budgets, time, people, custom-
ers, and faith in leadership. Organizations are spending tens of millions of dollars 
on change eff orts such as inf ormation technology installations, supply chain and 
re engineering, yet not obtaining their intended return on investment. Furthermore, 
the very met hods us ed in t hese fa iled eff orts a re causing tremendous resistance 
and burnout in p eople, loss o f employee morale, a nd turmoil in t he c ultures o f 
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2 Beyond Change Management

 organizations. Put simply, organizational leaders are falling short in their eff orts to 
lead change successfully.

Over the past tw enty years, technology and other marketplace dr ivers have 
radically altered the very nature of change. Whereas change was once a contained 
transactional e vent (and e asier to manage), i t is no w more open-ended, radical , 
complex, p ersonal, and continuous. “ Transformation” is t he ne w typ e of change 
that has emerged, and it is by far the most prevalent and complex type occurring in 
organizations today. In general, leaders do not understand transformational change 
or how to lead it, which is causing virtually all of the change-related problems they 
are now facing.

Th ese struggles have given r ise to the Ā eld of change management. For the 
most part, change management practitioners have attempted to provide solutions to 
two major problems—how to plan better for implementation and how to overcome 
employee resistance. However, these two necessary components of change have not 
produced adequate positive results, especially for transformational change. Why? 
Because attention to implementation and resistance is o nly the tip of the iceberg 
of what is required in transformation. It is now time to move beyond change man-
agement into conscious change leadership; time t o develop the advanced change 
strategies t hat su pport t his ne w typ e o f c hange; time t o mo ve f rom ma naging 
resistance and implementation to co-creating a positive future through successful, 
well-run transformational change eff orts.

Leaders in need o f change assistance have always been a windo w of profes-
sional opportunity for organization development (OD) and change management 
consultants. However, for the most part, these practitioners have not been as eff ec-
tive at providing the necessary support and guidance to organizational leaders as 
is necess ary f or tra nsformational c hange. Pu t b luntly, mos t c hange co nsultants 
need to expand their awareness, skills, and approaches to leading transformational 
change as well.

What is the source of the problem? Is the issue about the changing nature of 
change? Is it about leadership? Or is it about organization development and change 
management consulting practices? Our premise is that it is about all three: change, 
leadership, and today’s consulting approaches.

Transformational c hange in volves a n umber o f v ery ess ential a nd uniq ue 
dynamics that demand a ne w leadership perspective, skill , and sty le. Most lead-
ers, ho wever, a re vie wing tra nsformation t hrough o ld minds ets wi th limi ted 
critical a wareness a nd a re a pplying tradi tional ma nagement a pproaches t hat 
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just do no t work. B ecause leading transformational change is s o radically diff er-
ent f rom ma naging o r le ading a s table o rganization, le aders ca nnot sim ply la y 
their old way of thinking, behaving, and operating on this new world and expect 
success.

Leading transformation calls for a deeper understanding of change and a new 
set of leadership skills a nd strategies. Leaders must broaden their understanding 
and insight about what transformational change requires, let go of or build off  of 
their old approaches, and guide t he process of transformation diff erently. In par-
ticular, they must transform their beliefs about people, organizations, and change 
itself; they must view transformation through a new set of mental lenses to see the 
actual dynamics of transformation; and they must alter their leadership style and 
behavior to accommodate the unique requirements of transformation.

Ā is means that leaders themselves must transform to lead transformation suc-
cessfully in their organizations. Only then will t he new skills o f conscious change 
leadership become available to them. Only then will they be able to see, understand, 
and apply the strategies and approaches that make transformation work. And only 
then will they want to.

Th is is not to say that leaders are bad, wrong, unskilled, or somehow fl awed. 
In fact, quite the contrary. Over the past two decades, leaders have done a phenom-
enal job o f increasing t he productivity o f t heir organizations. However, b ecause 
today’s change is s o oft en transformational (making it much more complex), the 
requirements for today’s leaders, out of necessity, are expanding. Th e challenge is 
that today’s marketplace is no t asking for just leadership. It is dema nding change 
leadership—even more, conscious change leadership—a new breed of leader for a 
new breed of change.

Th e term conscious signiĀ es a required shift  in both leaders’ and consultants’ 
consciousness regarding how they view change, themselves, and their roles as change 
leaders. Let’s explore the terms.

Webster’s dic tionary deĀ nes conscious as “ to know, awareness of an inward 
state or outward fact; perceiving, noticing with a degr ee of controlled thought or 
observation; capable of thought, will , design a nd perception; ac ting with cr itical 
awareness.”

Webster deĀ nes consciousness as “awareness, especially of something within 
oneself, and also the state of being conscious of an external object, state, or fact; the 
state of being characterized by sensation, emotion, volition, and thought; the upper 
level of mental life as contrasted with unconscious processes; mindfulness.”
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Change leadership implies seeing the future and being able to lead people to 
co-create it. Conscious change leadership infers that leaders and consultants become 
more “conscious” and aware of the deeper and more subtle dynamics of transforma-
tion, especially regarding people and process dynamics. Conscious change leaders 
see what others miss b ecause they operate with expanded awareness and under-
standing. Th ey perceive human dynamics more fully and the nuances of design-
ing and implementing change processes that build commitment in s takeholders, 
transform culture, and achieve results beyond what others would deem p ossible. 
Conscious change leaders apply this increased awareness to expertly lead people 
through the process of change to co-create a future that will enable their organiza-
tions to win in the ever increasingly competitive marketplace.

A MULTI-DIMENSIONAL, PROCESS APPROACH

Mastery of any skill requires that you develop all aspects of the task. You can-
not specialize in o ne area and neglect the others. Th ere is al ways at least one set 
of two “polarities” that you must master to excel at anything. For example, to be 
a mast erful co mmunicator, y ou m ust de velop b oth sp eaking a nd lis tening 
skills. Masterful golfers must be able to hit both the long ball  and the short ball 
well. Masterful parents must know how to discipline as well as how to nurture their 
children. Being exceptionally good at one or the other polarity is not enough. You 
need both the “yin” and the “yang.” 

Mastery, then, requires a focus on all areas of an endeavor and the pursuit of 
excellence in each. Th e more you improve your skill in o ne area, the more it calls 
forth your developmental needs in the others. Whatever you neglect becomes your 
weak link.

Mastery suggests that leaders and consultants must become conscious of and 
competent in all of the diff erent dimensions of transformation, even those that they 
are not yet aware of or are comfortable addressing—areas that are outside their box 
of understanding.

For thirty years, we have been promoting the idea that leading transforma-
tion masterfully requires leaders and consultants to design and implement change 
processes that attend to both internal and external dynamics at the individual, rela-
tionship, team, and organizational levels. We have called this a “multi-dimensional, 
process approach” to transformation to denote all t hese diff erent but interdepen-
dent areas of required attention. Now, with the rapidly growing global movement 
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catalyzed around Ken Wilber’s groundbreaking work at the Integral Institute, we 
can also describe our approach as “ integral” as deĀ ned by Wilber. Regardless of 
what we call it, the principle of mastery lies at the heart of it; you must attend to all 
the dynamics at play to succeed. Most change eff orts fail because the leaders neglect 
critical dimensions. 

Figure I.1 gra phically p ortrays w hat w e call t he C onscious Cha nge L eader 
Accountability M odel. Cha nge le aders a re acco untable f or e ach o f t hese a reas 
because attending to them is r equired to succeed a t transforming their organiza-
tions. Again, what you neglect becomes your weak link and cause of failure. Before 
we address the individual dimensions, let’s discuss the way the model is organized. 
We borrow from Wilber’s core work that he calls All Quadrants, All Levels (AQAL).1

Notice that the face of the model is a matrix built on an x axis (internal and exter-
nal) and a y axis (individual and collective), making four “quadrants.” (Figure I.2, as 
a segment of the overall model, further clariĀ es this.) Th e two quadrants on the left  
describe aspects of internal reality, while the two quadrants on the right describe 
external reality. Th e upper two quadrants address the individual, and the lower two 
address the collective.

Figure I.1.     The Conscious Change Leader Accountability Model 
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6 Beyond Change Management

Conscious c hange le aders m ust a ttend t o all f our q uadrants: (1) minds et 
(internal, individual); (2) culture (internal, collective); (3) behavior (external, indi-
vidual); and (4) systems (external, collective).

Th e mindset quadrant includes values, beliefs, thoughts, emotions, ways of 
being, levels of commitment, and so on. Behavior includes work styles, skills and 
actions, and behaviors. Culture includes norms, collective ways of being, working 
and r elating, c limate, a nd esp rit de co rps. Systems inc ludes s tructures, syst ems, 
business processes, and technology.

Each of these quadrants must be addressed at all levels. Organization transfor-
mation is not simply about organizational systems or culture. It demands attention 
to individuals, how people relate, how teams function, and the marketplace itself. 
All will have an infl uence on your attempt to transform your organization.

We b eneĀ t gr eatly f rom W ilber’s b rilliant a nd c larifying A QAL mo del t o 
depict this graphically, and we acknowledge his contribution to our improved way 
of co mmunicating t he f ull s cope o f r equired co nscious c hange le ader a ttention. 
Most importantly, t he mo del mak es i t c lear t hat conscious c hange le aders must 
always attend to internal and external dynamics within both individuals and the 
collective.

 Figure I.2.      The Four Quadrants of Conscious Change Leader 
Accountability 

Individual

Collective

Mindset Behavior

SystemsCulture

In
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rn
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External
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We complete our Conscious Change Leader Accountability Model by capping 
it all off  with “change process.” Change processes occur within all the quadrants at 
all levels. Of critical importance, a successful organization transformation requires 
a change strategy and process plan that organizes and integrates all of these change 
processes a nd t he ac tivities wi thin t hem in to a uniĀ ed en terprisewide p rocess 
that moves the organization (all its quadrants and levels) from where it is today to 
where it wants to be—transformed to something new that produces signiĀ cantly 
improved results in its marketplace. In our consulting practice, we accomplish this 
very challenging and essential outcome using Th e Change Leader’s Roadmap meth-
odology, which you can read about in the companion volume to this book under 
the same title. Th e book you are now reading outlines our multi-dimensional pro-
cess approach to transforming organizations. We will describe it in detail, make a 
case for it, rationalize why it is necessary, and hopefully demonstrate the improved 
results and return on investment (ROI) it will bring to your change eff orts. We will 
visit t he C onscious Cha nge L eader A ccountability M odel p eriodically t hrough-
out t he b ook, e ach time makin g f urther distinc tions about w hat transformation 
requires and how the quadrants and levels—and the processes within them—can 
be successfully addressed to deliver the results you are aft er in your change eff orts.

Keep in mind t hat s ome o f t hese “dimensions” a re co mmon, fa miliar, a nd 
understood by leaders and their consultants. Others are not. Th ose that are familiar 
to most leaders and traditional management consultants pertain to external real-
ity, as in organizational structures, systems, and business processes. Th ose that are 
most fa miliar t o c hange ma nagement sp ecialists a nd O D co nsultants p ertain t o 
internal r eality, suc h as p erception, f eelings, in terpersonal r elationships, no rms, 
and culture. Mastery, of course, requires that leaders and consultants develop their 
awareness and skill in both arenas—internal and external—as applied to all levels 
and their change processes.

For us, the backbone of our consulting and training practices and experience 
over the past t hree decades has b een human consciousness as i t relates to break-
through performance and outcomes in indi viduals, teams, and organizations, and 
the transformational change process. Our co nsulting careers have been dedicated 
to understanding the multidimensional nature of change, including how to change 
organizations as well as people. We have always attempted to integrate both the “hard” 
external and “soft ” internal aspects of change, believing deeply that this integration 
was not only required but also represented the next evolution (beyond change man-
agement) that change leadership and consulting practices needed to embrace.
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8 Beyond Change Management

Building a m ultidimensional, process approach to transforming people and 
organizations to achieve extraordinary results has b een our sole Ā eld of study. By 
nature, we are “action theorists.” We read, study, and research, and then rely heavily 
on our intuition to crystallize and integrate new learnings. We then build models 
and processes that we test heavily in the Ā eld with our clients. With their assistance, 
we next reĀ ne and evolve our thinking and practices. We attempt to be “pie-in-the-
sky” visionaries, while remaining true and devoted pragmatists. We stretch our-
selves continually; we like our feet on the ground while our heads are in the stars, 
and our writing refl ects this. To achieve the extraordinary results we seek with our 
clients, we must take extraordinary measures and travel new territory—beyond the 
normal, beyond the traditional, beyond the current change management  practices. 
We w elcome y ou in to t his inq uiry a bout w hat really is r equired t o successf ully 
transform ourselves and our organizations.

OUR AUDIENCE

Over the years, we have been fortunate to work extensively with both change 
leaders and change consultants. Sometimes, our clients are the senior executives 
of the organization; at other times, our clients are the internal change consultants 
supporting those leaders. Usually and ideally, our clients include both the senior 
leaders and their internal change consultants.

In this book, we will t horoughly explore transformation and will provide an 
overview of what we believe it takes to both lead transformation and consult to it 
successfully. Consequently, we write for both leaders and consultants.

Certainly, there is a school of thought that suggests that we ought to separate 
the leader and consultant audiences and write speciĀ cally for each. However, we 
feel strongly that treating leaders and consultants separately and delivering indi-
vidual mess ages, t ools, a nd t echniques t o t hem has b een pa rt o f t he r eason f or 
failure in transformation.

Yes, leaders and consultants have unique roles that require specialized skills, 
but transformation demands a common understanding and skill set. Th is does not 
mean that the two roles (leading and consulting) should merge into one. Leaders 
must continue to lead, and consultants must continue to consult. Yet to be eff ec-
tive in tra nsformation, leaders must develop people and process skills p reviously 
reserved f or o r sh unted t o t heir co nsulting co unterparts, a nd co nsultants m ust 
become more grounded in co re business skills a nd strategies previously reserved 
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for leaders. We intend this book to assist both along their respective developmental 
paths to becoming more competent “change leaders.”

Some of our discussions will c learly be geared to one or the other audience. 
At times, w e will o ff er speciĀ c insights and techniques for le aders, and at o ther 
times, w e will p resent sp eciĀ c co nsulting approaches a nd t ools. However, in all 
cases, the “secondary” audience will beneĀ t greatly from the discussion and from 
fully exploring the information and insights off ered.

Given our bias and intent, we use the labels “leader” and “change leader” to 
refer to both leaders and consultants. When we refer solely to one or the other, we 
will make that clear.

We write with leaders of all levels in mind, with the key focus on leaders who 
have r esponsibility a nd decisio n a uthority f or designin g, infl uencing, o r im ple-
menting their organization’s transformational change plans. Th is obviously includes 
CEOs and other senior executives but can also include mid-managers, supervisors, 
and employees who play vital roles on change project teams.

Th e change consultants who will r eceive the most val ue f rom this book are 
those responsible for educating, advising, and coaching line leaders to develop and 
implement large-scale transformational change strategy. Such consultants deĀ nitely 
include process consultants, such as o rganization development (OD) and organi-
zation eff ectiveness (O E) p ractitioners, c hange ma nagement sp ecialists, p rocess 
improvement facilitators, and LEAN and Six Sigma consultants. It also includes all 
content consultants, especially those with expertise in information technology, sup-
ply chain, creating e-commerce businesses within existing organizations, business 
process reengineering, knowledge management systems, business strategy, organi-
zational redesign and restructuring, activity based costing, manufacturing technol-
ogy and systems, and human resources.

We believe that this book will ha ve broad appeal to anyone interested in o r 
impacted by transformation. C onsequently, we also wr ite for educators and stu-
dents of change. Educators can include college and graduate school professors, vice 
presidents o f h uman r esources, ma nagement de velopment tra iners, co llege a nd 
public school administrators, executive coaches, and public speakers. Students of 
change can literally be anyone, whether enrolled in school, working in the public or 
private sectors, or even lay people seeking to further understand one core dynamic 
of the twenty-Ā rst century—transformation!

And last, we write this book for all the targets of change, those people who are 
directly impacted by the quantity and quality of change that is rolling through all 
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of our lives. For these people, who may not be able to infl uence directly how their 
 organization’s transformation is occurring, we off er this material as support,  knowing 
that anyone equipped with a better understanding of the dynamics of transforma-
tion will be better able to cope with it and thrive through its implementation.

A LARGER BODY OF WORK

Th e structure of the book is designed as pa rt of a la rger body of work that 
includes a companion book, Ā e Change Leader’s Roadmap: How to Navigate Your 
Organization’s Transformation, a W eb-based a pplication o f Th e Change Leader’s 
Roadmap methodology (CLR), a nd a co mplete set of change tools, published by 
Being First, Inc., our training and consulting Ā rm (www.beingĀ rst.com).

Either book can stand alone; you do not need to read the other in order to get 
value from them. However, the two books were written simultaneously and thus 
provide a co mplete overview of conscious change leadership: both concepts and 
the tools and methods. If you can, we suggest you read this book Ā rst, followed by 
Ā e Change Leader’s Roadmap.

Th is b ook des cribes t he conceptual o verview o f co nscious c hange le ader-
ship and what it requires to lead transformation successfully, whereas Ā e Change 
Leader’s Roadmap provides a t horough description of the actual Change Process 
Methodology t hat p uts t hese co ncepts in to practice. I n o ther w ords, t his b ook 
provides the theoretical foundation, and Ā e Change Leader’s Roadmap provides 
 pragmatic guida nce a nd t ools. We ha ve wr itten b oth b ecause o f o ur de votion 
to b lending co ncept a nd t echnique. (One wi thout t he o ther al ways falls sho rt.) 
Given this bias, we off er tools and worksheets where appropriate throughout this 
book as well. And Ā e Change Leader’s Roadmap connects its pragmatic guidance 
directly bac k t o t he t heoretical basis o ff ered here. Th e Web-based CLR a pplica-
tion and the change tools published by B eing First are more comprehensive and 
detailed than what is off ered in either book. You can learn more about both at www
.changeleadersroadmap.com.

We provide premium content in various places throughout the book. Premium 
content is addi tional information that supports the topic being discussed, and is 
identiĀ  ed by an icon in the margin. You can access the Premium Content at www
.pfeiff er.com/go/anderson. A list o f all o f the premium content is p rovided at the 
beginning of the book.
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College and graduate school professors can access for use in their courses an 
Instructor Guide for both this book and Th e Change Leader’s Roadmap at www
.wiley.com/college/anderson. C orporate tra iners can access t he Instructor Guide 
for use in their executive and management development programs by sending an 
email request to instructorguides@beingĀ rst.com.

Our desire in wr iting these two books and in p ublishing the change tools is 
to provide all t he support we can for your application of this conscious, multidi-
mensional, process-oriented approach to le ading and consulting to organization 
transformation.

STRUCTURE OF THIS BOOK

Th roughout t he b ook, w e co ntinually deep en a co nversation a bout w hat 
conscious change leadership entails and why we must move beyond change man-
agement. We will us e o ur C onscious Cha nge L eader Accountability Model as a 
reference point throughout the book, referring to it periodically to guide and high-
light critical aspects of our discussion.

Th ere are four sections to this book. Section One, A Call for Conscious Change 
Leaders, contains Ā ve chapters. In Chapter One, “Achieving Breakthrough Results 
from Change,” we outline t he costs o f fa iled change, t he common mist akes t hat 
cause it, and the great opportunity for extraordinary results that competent change 
leaders who attend to three critical focus areas can deliver.

In Chapter Two, Th e Drivers of Change, we outline what is driving change and 
how we must respond to those drivers to succeed. We reveal how transformation 
includes more dr ivers t han other typ es of change, making i t more complex and 
challenging. We also track the history of change over the past Ā ft y years and dem-
onstrate how that history corresponds with an increase in the drivers we face. Th is 
sheds light on what is catalyzing change in today’s organizations, speciĀ cally, what 
is catalyzing transformational change.

In Chapter Th re e, Th ree Types of Organization Change, we deĀ ne transforma-
tion and contrast it with the two other types of change that leaders face. We reveal 
why transformation is more complex and the additional areas that change leaders 
must attend to in order to get the results they seek.

In Chapter Four, Two Leadership Approaches to Transformation, we describe 
two very diff erent approaches that leaders and consultants bring to transformation 
and the impact each has o n their potential success. I n this discussion, we clarify 
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12 Beyond Change Management

why transformation requires leaders and consultants to become more conscious in 
their approach. We provide the details of what that means and how it can catalyze 
breakthrough results from change.

In Cha pter Fi ve, B uilding Or ganizational Cha nge C apability, w e des cribe 
why change must become a strategic discipline in organizations to meet the chal-
lenges of the twenty-Ā rst century. We outline Ā ve strategies for building superior 
change capability in your organization.

In Section Two, People Dynamics, we focus directly on the essential human 
dynamics of change. SpeciĀ cally, in Chapter Six, Human Dynamics: From Resistance 
to Commitment, we address the inner d ynamics of people, their core needs, a nd 
the ca uses o f r esistance t o c hange. We des cribe emo tional tra nsitions a nd p ro-
vide guida nce o n ho w t o assist p eople t hrough t hem t o g enerate s olid le vels 
of commitment.

In Chapter Seven, Th e Role and Impact of Mindset, we deĀ ne mindset and 
demonstrate how it infl uences what change leaders perceive in t heir transforma-
tions, the behaviors they model, and the results they are able to produce. We also 
discuss w hy s elf-management and p ersonal transformation are required compe-
tencies in both leaders and consultants.

In Cha pter Eig ht, Th e Ro le a nd I mpact o f C ulture, w e deĀ ne c ulture a nd 
explore diff erent types of culture and their impacts on organizational outcomes. 
We provide an overview of our approach to transforming culture and establish a 
model for clarifying what needs addressing in culture change eff orts.

In Section Th ree, Process Dynamics, we explore a gr eatly expanded view of 
the p rocess d ynamics inher ent in tra nsformation. I n Cha pter N ine, “Conscious 
Process Th inking,” w e demo nstrate t hat le aders’ tradi tional “ project t hinking” 
mentality limits transformation and show how systems thinking is a mo ve in t he 
right direction, albeit one leaders have not taken far enough. We introduce con-
scious process thinking and demonstrate why it is es sential to successful change 
leadership.

In Cha pter Ten, Cha nge P rocess M odels, w e o utline c hange p rocess mo d-
els, contrast t hem t o c hange f rameworks, and des cribe w hy c hange f rameworks 
do not suffi  ce for guiding transformation. We also introduce Th e Change Leader’s 
Roadmap, our own process model built on three decades o f action research. We 
describe why a successf ul change process model must be both “fullstream” and a 
“thinking discipline,” and why linear prescriptions for action are not applicable to 
the realities of transformation.
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In Section Four, Answering the Call to Conscious Change Leadership, we con-
clude our journey. In Chapter 11, Answering the Call, we provide an overview of our 
discussion and put it all together. We discuss the choice to become a conscious change 
leader and the commitment and accountability that accompany that choice. And we 
ask you, “Do you choose to answer the call to conscious change leadership?”

In wr iting this book, we aspire to communicate what is p ossible in le ading 
transformation consciously. We dream a dream here, a dream that has transforma-
tion actually deliver breakthrough-level business results, culture change and supe-
rior change capability—all at the same time. We dream of transformation that has 
positive impacts beyond proĀ tability and shareholder value. We dream of trans-
formation that improves people’s lives, deepens their ability to get what they want, 
and strengthens their relationships, trust, and joy in working together for common 
goals and aspirations. We dream of transformation that positively contributes to 
organizations, communities, societies, and nations. We dream of transformation 
that is so user friendly that it bolsters people’s resolve and capacity for even more 
positive change in t hemselves and the world. And w e dream of the possibility of 
collectively working together to create a world of greater social justice and environ-
mental sustainability.

Nothing would give us gr eater satisfaction than to know that this book has 
added to the possibilities of these dreams. We hope it serves you well.        

ENDNOTE

  1. Wilber, K. A Ā eory of Everything. Shambala, 2000, p. 70.  
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C H A P T E R

1
        Achieving Breakthrough 

Results from Change           

Good is the enemy of great.
—Jim Collins

 Imagine y our o rganization b eing wildl y successf ul a t c hange. We do n’t me an 
marginally successful; we mean so successful that your achievements are truly 

extraordinary, and not just in your current change initiatives, but in the vast major-
ity of them going forward. 

 We adamantly believe that you, your team, and your organization can become 
so masterful at change that breakthrough results become consistently achievable. It 
won’t be easy, and it won’t be immediate, but it will be worth every ounce of eĀ ort. 
To get to great, we have to get beyond good, beyond managing change to truly lead-
ing it to extraordinary outcomes. 

 Our purpose in wr iting this book, and its companion, Ā e Change Leader’s 
Roadmap, is to highlight how to radically increase the outcomes you get from change. 
We are not interested in the “normal” way change goes, how to make it a bit more 
eĀ ective, or how to reduce employee resistance so things go a bit smoother. We are 
aft er breakthrough results from change—not the average but the extraordinary. 

Breakthrough results (Figure 1.1) a re outcomes that far exceed what would 
occur if your organization continued to do change in the same way it always has. 
Breakthrough results, by defi nition, are a level of achievement beyond what most 
people would even conceive as possible. Th ey represent a radical, positive departure 

CH001.indd   16CH001.indd   16 8/19/10   8:53:17 AM8/19/10   8:53:17 AM



 Achieving Breakthrough Results from Change 17

from your normal rate of improvement—a “break through” the usual or predictable 
to an unheralded potential that has not yet been tapped or actualized.  

Breakthrough results come in many forms. You can achieve far greater business 
results through change: greater profi tability, increased market share, faster cycle times, 
improved customer satisfaction, and enhanced product innovation. You can also pro-
duce powerful, positive impacts on people through change: greater empowerment, 
increased co llaboration acr oss f unctional a nd hiera rchical b oundaries, im proved 
morale, and increased engagement and commitment of stakeholders. Breakthroughs 
can occur in your culture and its ability to catalyze great performance in your people: 
enhanced commitment to service, more innovation and learning, more openness and 
authenticity, more alignment, and dedication to enterprise success. 

Breakthrough results occur primarily from unleashing the human potential in 
your organization. You achieve this by designing better change processes that free 
up people to contribute more of their abilities and passion. 

Generally, p eople do no t t hink in t erms o f ac hieving breakthrough results, 
during change or any other time . Th ey unconsciously accept middle-of-the-pack 
approaches and outcomes. Of course, if you ask, they will say that they are going for 
great, not average results. But their decisions, behaviors, and actions reveal some-
thing diĀ erent.

High achievers are few and far between, in any activity. Few athletes become 
superstars, j ust as f ew o rganizations r each t he p innacle o f t heir ind ustries. 
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Figure 1.1. Breakthrough Results
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18 Beyond Change Management

Th e middle of the bell curve, the “territory of the average,” is the norm in just about 
everything. People expect average results during change, just as they unconsciously 
pursue average results in other areas of their work and life.

More is p ossible—far mo re, f or y ou a nd y our o rganization r ight no w. B ut 
fi rst you have to determine the level of results you are aft er. Certainly, what you 
learn in this book will help you reduce resistance and run your change eĀ orts more 
smoothly. It will hel p you overcome common problems and assist you to deliver 
greater return on investment (ROI) on your change eĀ orts. Th is is a ll good, but 
is g ood, g ood eno ugh f or y ou? We wa nt y ou t o t hink r eally, r eally b ig. L et’s g o 
for breakthrough. Let’s go for great. Let’s go for the truly extraordinary. And let ’s 
develop the change leadership skills to produce such results. 

COMMON PERSPECTIVES AND MISTAKES 
IN LEADING CHANGE

I cannot say whether things will get better if we change; what I can say is they must 
change if they are to get better.

—Georg C. Lichtenberg 

Change is the nature of life. Nothing ever remains the same. Growth and decay 
are as fundamental to our existence as our needs for water and air. 

While change goes in one of two directions—either toward what we do want 
or toward what we do no t want—most people think of change as bad , as a nega-
tive exp erience w e endure as b est w e ca n. L eaders o ft en t alk o f “getting c hange 
over wi th,” minimizin g i ts disr uption, a nd o vercoming p eople’s r esistance t o i t. 
Employees speak about how uncomfortable it is, how it is a dist urbance, and if i t 
would just go away, then they could get back to their work. Stress tests measure the 
amount of change in our lives because change produces extra stress for most of us. 

But change is not always bad, nor does it always lead to negative outcomes. In 
fact, change is the vehicle to everything better, the essence of improvement, innova-
tion, growth, expansion, and evolution. But if change is the path to breakthrough 
and greatness, why does it have such a bad rap? Why do people resist it?

Part of the issue is internal. Sometimes we simply unconsciously assume that 
the change we face will lead to bad outcomes, to some future we will not like. Many 
of us live in a myth that things will remain the same, that there is a normalcy that 
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change disr upts and t hat we want to maintain. S ome of us ha ve a diffi  cult time 
adapting. We do not like the extra eĀ ort required to fi gure out how to thrive in the 
changed circumstance. Other times we feel victimized by change, that it is happen-
ing to us and that we are powerless to infl uence it. Th e bottom line is that most of 
us are just not very change ready or change capable. We want and expect things to 
remain the same.

Another part of the issue is poor change leadership, which gives change a bad 
name in t he minds o f employees. Most leaders design a nd execute lousy change 
processes, and when the process of change is bad, the experience of change is bad, 
which exacerbates stakeholders’ negative reactions. Th ey do no t like it and resist 
the change process, even when they can accept, tolerate, or commit to the outcomes 
it could produce. And change fails when stakeholders resist.

A commonly quoted statistic over the past two decades is t hat 70 p ercent of 
all c hange eĀ orts fa il t o deli ver t heir in tended o utcomes. Th e most r ecent la rge 
study substantiating this fi nding is IBM’s study1 of 1500 change management exec-
utives across fi ft een countries. Th ey found that 60 percent of change eĀ orts fail to 
deliver t heir ob jectives. Th ese a re ala rming numbers. I s t he fa ilure ra te b ecause 
people inherently resist change, the intended outcomes and direction are wrong, or 
because of poor change leadership? Our research is very clear about this. While it 
is a bit of all three, the real culprit is poor change leadership.

With greater understanding of human dynamics, we can learn to lead change 
in wa ys t hat al ter p eople’s nega tive p erspectives. And ac hieving b reakthroughs 
requires us to shift  those perspectives. We—and those we lead—must see change as 
the harbinger of a more positive future. Change must become our friend, our ally, 
something in w hich we are both confi dent and competent. When seen this way, 
new possibilities occur, new heights become reachable, greater outcomes feasible. 
But if we cannot lead change well, it can beat us up rather severely. For this reason, 
change leadership is a most coveted skill and a strategic advantage.

We have been researching what works and does not work in change for over 
thirty y ears. (S ee p remium co ntent: Ten M ost C ommon M istakes in L eading 
Transformation; www.pfeiĀ er.com/go/anderson.) We have been engaged in change 
projects in vir tually every for profi t industry; city, state and federal government 
agencies; the military; and large global nonprofi ts. Exhibit 1.1 highlights our fi nd-
ings of the common mistakes leaders are making in le ading transformation that 
impair the change process, cause resistance and minimize R OI. One in teresting 
note is that these same mistakes are being made  regardless of the type of industry 
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or sector. For profi ts, nonprofi ts, and governments all make the same mistakes. We 
are convinced this is because people are people, and how leaders approach change 
is similar across the board and is based on common worldviews, styles, and meth-
ods. How many of these mistakes do you recognize your organization making?

 Th ese mistakes are all products of how your organization is designed to handle 
its changes. Failed change is costly, and these mistakes cost organizations millions 
of dollars and vital employee commitment. For example, implementing Electronic 
Health Records (EHR) in a medi um-sized hospital system can cost 20–50 million 
dollars just in hard capital costs. Customer Relationship Management (CRM) and 
Enterprise Resource Planning (ERP) implementations systems can be even pricier, 
some topping $100 million. Add in the costs of leaders’ and employees’ time and the 

Exhibit 1.1. Common Mistakes in Leading Transformation

Relevance and Meaning: Not overtly linking the change effort to the market and business 
strategy to create clarity in the minds of stakeholders.

Change Governance: Not providing clear change leadership roles, structure, and decision 
making, and how the change effort will interface with operations.

Strategic Discipline for Change: Not providing a strategic discipline for how to lead 
change across the organization—no enterprise change agenda, no common change 
methodology, and inadequate infrastructure to execute change successfully.

Misdiagnosing Scope: Misdiagnosing the scope of the change either in magnitude, or 
by initiating only technological or organizational initiatives, and neglecting the cultural, 
mindset, and behavioral requirements.

Initiative Alignment and Integration: Running the change through multiple separate or 
competing initiatives rather than aligning all initiatives as one unifi ed effort and ensuring 
the integration of plans, resources, and pace.

Capacity: Not creating adequate capacity for the change—setting unrealistic, crisis-
producing timelines and then laying the change on top of people’s already excessive 
workloads.

Culture: Not adequately addressing the organization’s culture as a major force directly 
infl uencing the success of change.

Leadership Modeling: Leaders not being willing to change their mindsets, behavior, or 
style to overtly model the changes they are asking of the organization.

Human Dynamics: Not adequately or proactively attending to the emotional side of 
change; not designing actions to minimize negative emotional reactions; not attending to 
them in constructive ways once they occur.

Engagement and Communications: Not adequately engaging and communicating to 
stakeholders, especially early in the change process; relying too heavily on one-way 
top-down communication; engaging stakeholders only after design is complete.
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cost of taking their attention away from running operations or serving customers, 
and the cost of failure grows signifi cantly. Now add in the cost of morale and pro-
ductivity dropping as people’s motivation, time, and attention are diverted to failed 
eĀ orts. Th e true cost of failed change is b eyond any sensible limit. Organizations 
simply cannot aĀ ord change t hat do es not deliver i ts ROI, especially in diffi  cult 
economic times.

What is the cost of failed change in your organization?
If le aders sho uld p ut t heir a ttention o n g etting r eally g ood a t a nything, i t 

should b e le ading c hange. N o o ther le adership skill w ould b ring a hig her R OI. 
Stellar change capability can be applied to every improvement, growth opportu-
nity, innovation, merger or acquisition, technology implementation, restructuring, 
process improvement, systems change, or cultural transformation the leader ever 
does—not just this year, but for the rest of their careers.

Imagine the fi nancial and cultural benefi t of superior change leadership skill 
in your organization: change eĀ orts that consistently deliver their ROI on time and 
on budget; stakeholders who are committed to the outcomes and contribute fully to 
achieving them; projects that run effi  ciently with clear roles, decision making, and 
accountability; and capacity that is well managed to maintain operational success 
while change occurs. Imagine the value to your organization if you could avoid the 
cost of failed change and instead consistently deliver maximum ROI from change, 
year aft er year. Innovation, growth, and expansion become far greater possibilities, 
as does winning in the increasingly competitive battles in the marketplace.

Superior change leadership capability is a n essential skill in o ur twenty-fi rst 
century w orld. F rom o ur p erspective, e very o rganization sho uld ha ve b uilding 
change capability as a k ey strategic objective, because when achieved, it is a r eal 
strategic advantage. Substantial increases in your personal success and your orga-
nization’s success at leading change are possible. Just how much improvement you 
can achieve is up to you. 

Levels of Success

In our client engagements, we have an upfront conversation that informs the 
entire relationship and scope of work. In that conversation, we ask a simple ques-
tion, “How do you defi ne success in this eĀ ort?” Our client’s answer is important to 
us because we know that if t he change leaders are collectively aware and aligned 
to a co mmon defi nition of success, t hen every aspect of the intervention can be 
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designed to support those outcomes. Plus, this is a key conversation where we can 
begin to introduce the idea of pursuing real breakthrough.

Figure 1.2 depicts fi ve diĀ erent criteria for defi ning successful transformation. 
We call them Levels of Success: (1) when you have designed your new state, (2) when 
you have implemented that new state solution, (3) when you have achieved your 
desired business outcomes from the implementation because engaged employees 
are using and refi ning the new state design, (4) when your culture has transformed 
as necessary to sustain and increase these results over time, or (5) when your orga-
nization (leaders and employees both) has increased its change capability so future 
changes go even more smoothly and produce even greater results.

 Th ese criteria depict fi ve very diĀ erent levels of success t hat transformation 
can produce. Th e fi ve levels have a “nested” relationship. Th e higher levels include 
and require achievement of the lower levels.

Th e higher the level of success you pursue, the greater the ROI you will achieve 
from you r change  e Ā ort. B ut k eep in mind , as t he le vel o f success y ou p ursue 
increases, so will the required attention to people and process dynamics. Because 
of this, success at Levels Four and Five requires far more complex and well thought 
out change strategies and process plans than do Levels One, Two, and Th re e.

Figure 1.2. Levels of Success
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When ask ed, most le aders s ay t hey wa nt L evel F our o r Fi ve S uccess. Th ey  
want business results as well as culture change and increased change capability. But 
we fi nd that few leaders truly understand what it takes to achieve those outcomes. 
When we arrive on the scene, their initial change strategies are built to deliver only 
Levels One and Two. Th ey have the scope of work planned to design the future state 
and get it implemented, but they have insuffi  cient attention to people and process 
dynamics to ensure that they will even get the business outcomes they are aft er, let 
alone culture change and increased change capability. Remember, 60–70 percent of 
all change eĀ orts fail to produce their desired business outcomes.

Achieving business outcomes requires committed stakeholders, which usually 
requires a change process that has high stakeholder engagement from the start. Most 
leaders design their future state in isolation and then attempt to roll it out to already 
resistant st akeholders w ho f eel vic timized b y t he c hange b ecause t hey w ere no t 
represented adequately in its early phases. Th e leaders get the future state designed 
and implemented, but stakeholders do not completely buy into it. So the new state 
never gets fully embedded in operations and owned by end users. Th e results pro-
duced are mediocre and far from the breakthrough levels that were possible.

You must build your change strategy and process plan to match the level of 
success y ou p ursue. A signifi cant val ue w e o Ā er c lients u pfront is t he “get r eal” 
conversation a bout w hat i t r eally t akes t o ac hieve L evels Th ree, F our, a nd Fi ve, 
especially a t b reakthrough le vels. We do no t wa nt c lients asp iring t o o utcomes 
their change strategy and process plan will not deliver, just as we do not want them 
to settle for average results when they can easily expand their scope and achieve 
breakthrough results. Our fi rm’s promise to clients is t hat they will ac hieve Level 
Five results—extraordinary business results, culture change and increased change 
capability—simultaneously by applying what we call the Being First Approach. Th is 
approach is not for every organization. It takes real commitment and resources to 
achieve Level Five Success.

You might be thinking that achieving already-specifi ed business results is ade-
quate for your change eĀ ort and that you are not aft er breakthrough, culture change, 
or change capability. You simply need your change eĀ orts to run more smoothly, with-
out major people or process issues, so they deliver their expected “normal” results. 
Here is the good news: Increasing your success at  transformation—a little or a lot—
requires similar types of improvements and new change leadership approaches. For 
breakthrough results, you just need to take these new methods farther. For culture 
change, you likely need to expand the scope of work to include the entire enterprise, 
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more le adership mo deling, systems alignment to t he desired c ulture, and greater 
attention t o in ternal h uman d ynamics. F or ca pability b uilding, y ou add tra ining 
and development, coaching, and learning clinics to your already planned consult-
ing support, all based on advancing your actual change eĀ orts. We do not want to 
make this sound easy. It is a nything but easy, but it is doa ble and aĀ ordable with 
committed and competent change leadership and a well-designed strategy.

Th is b ook a nd i ts co mpanion, Ā e Ch ange Le ader’s Roa dmap, describe t he 
thinking and orientation behind the Being First Approach. In them, we will show 
you how to avoid the common mistakes your competitors are making and will reveal 
what they are not seeing that is causing those mistakes. We will inform you about 
exactly what you need to pay attention to and how to ensure both effi  cient and well-
designed change processes as well as committed stakeholders. We will pull back the 
surface level discussions and explore more deeply the root causes of successful trans-
formation. Together, we will lay the foundation for not just Level Th ree Success, but 
Levels Four and Five as well. Let’s start now with the basic model of what successful 
change leaders must attend to in order to achieve extraordinary results.

Three Critical Focus Areas of Change Leadership

Successful tra nsformation a nd b reakthrough r esults r equire co mpetent 
attention to three critical focus areas: (1) content, (2) people, and (3) process (see 
Figure 1.3). Content refers to what about the organization needs to change, such as 
strategy, structure, systems, processes, technology, products, services, work prac-
tices, and so on. Content refers to the tangible aspects of the organization under-
going change, which are quite observable and reside in the external world we can 
all see. People refers to the human dynamics of change, including behaviors, skills, 
emotions, minds et, c ulture, mo tivation, co mmunications, en gagement, r elation-
ships, and politics. People includes the less t angible, “soft ” dynamics of the inner 
thoughts a nd f eelings o f t he h uman b eings w ho a re designin g, im plementing, 
supporting, or being impacted by the change. Process refers to how the content and 
people changes will b e planned for, designed, and implemented. In other words, pro-
cess deno tes t he decisio ns a nd ac tions t hat will p roduce b oth t he co ntent a nd 
people outcomes. In our use of the word process here, we are not talking about 
business processes, but rather, the change process.

  Referring to our Conscious Change Leader Accountability Model (Figure I.1 
in the Introduction), note that content is t he systems quadrant, and people refers 
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to the mindset, behavior, and culture quadrants. And as stated earlier, change will 
need to occur in all quadrants and be unifi ed into one overall change process.

Most leaders are very good at designing the content solutions for their change. 
When they need assistance, they can and oft en do engage expert content consult-
ing fi rms to help design their new structure, system, business process, or technol-
ogy. Th ese subject matter experts, partnered with internal talent, usually get the 
content right.

Breakthrough results in organizations can occur because of great content, but 
only if t he o rganizational c hanges a re im plemented successf ully a nd eĀ ectively 
used by committed employees. Content changes set up the potential for improve-
ment, but they do not guarantee it. Th e  potential benefi ts of well-designed content 
only get realized when the change process is effi  cient, does not impact operations 
negatively, and is dr iven by passionate st akeholders w ho “own” t he ne w content 
and are committed to applying and improving it over time. Reengineering business 
processes or implementing a CRM sys tem may look very attractive on paper, but 
only if implemented well and adopted successfully in the organization. Clearly, you 
have to get the content right, but that is the easy part. Th e greatest possibility and 
challenge for breakthrough in y our organization right now reside in t he areas of 
people and process.

Figure 1.3. Three Critical Focus Areas of Change Leadership
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Consistently across industries, government agencies, and large nonprofi t orga-
nizations, we see leaders under-attend to people and process. Th ey get consumed in 
the problem of how to fi x the mechanical aspects of their organization and forget 
that a car does not drive itself. You can give the engine a tune-up or even replace 
it with a more powerful model, but you still need a skilled and committed driver 
to reap the benefi ts. Similarly, a mo re eĀ ective structure or streamlined business 
process o r b etter t echnology can deli ver greater o utcomes, b ut only if y ou have 
committed and passionate people to unleash that potential.

People and process dynamics are highly interdependent. Th e design and imple-
mentation of your change process impacts people greatly. For example, a restructuring 
eĀ ort will run into problems if its change process looks like this: You convene a small 
team to design the new structure behind closed doors; you communicate little to stake-
holders and then tell them the new design in a o ne-way memo only aft er the design 
is complete; you then make staĀ  compete for limited jobs, without an opportunity to 
really understand why the new structure was needed in the fi rst place; you provide no 
teambuilding to include new members and little assistance to out-placed individuals.

Does this sound familiar? Th ousands of restructuring eĀ orts have been run 
this way, oft en driven by content consulting fi rms who get the structure right (con-
tent) but have li ttle understanding of p eople and process dynamics. No wonder 
people resist such changes. When people are subjected to poorly designed change 
processes, they naturally resist, even if the content changes fi t the needs of the orga-
nization. Tightly controlled, top-down eĀ orts that are forced on the organization 
with little attention to capacity, communication, or engagement, consistently cause 
negative reactions in p eople, limi ting t he p ossible o utcomes t hat s ound co ntent 
solutions co uld ha ve p roduced. And t hat, in sho rt, is w hy 60–70 p ercent o f all 
change eĀ orts fail to deliver their intended ROI.

When c hange is designed w ell, a nd p romotes p ositive h uman d ynamics, 
breakthrough can occur.

All t hree areas—content, p eople, and process—must b e integrated into one 
unifi ed c hange stra tegy t hat mo ves y our o rganization f rom w here i t is t oday t o 
where it chooses to be in the future. Organizations that take a piecemeal approach 
and s eparate t heir o rganizational a nd t echnical c hanges (co ntent) f rom t heir 
human and cultural changes (people) and run many separate unintegrated change 
processes fail miserably.

But s eparating content change  and  people c hange is co mmon p ractice. 
Generally speaking, the content advocates, such as those promoting reengineering, 
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Exhibit 1.2. What Level of Success Are You Seeking?

WORKSHEET

The results you are after in your change effort will frame everything else. Use this work-
sheet to specify your desired outcomes from your change effort. Also use it to stimulate 
a conversation with the other change leaders in your project to get alignment. Then use 
what you learn in this book and The Change Leader’s Roadmap to assess whether your 
project is set up to deliver those results. If not, course-correct as needed.

 1. What Level of Success are you after?

_____ Level One: New state design determined

_____ Level Two: New state design implemented

_____ Level Three: Business outcomes achieved

_____ Level Four: Culture transformed

_____ Level Five: Organizational change capability increased

 2. Specify your desired outcomes. Use SMART criteria. Be sure to make them: 
Specifi c, Measurable, Achievable, Realistic, Timebound.

Business Results:

Cultural Results:

Change Capability Results:

 3. Identify who you need to discuss this with:

_____ Sponsor of the change:

_____ Executives:

_____ Change project leader:

_____ Change project team:

© 2011, Pfeiffer, An Imprint of John Wiley & Sons

restructuring, information technology applications, and business strategy, do no t 
understand human and cultural change. In the same way, most people proponents, 
such as h uman r esource p rofessionals, o rganization de velopment p ractitioners, 
team builders, personal growth trainers, and executive coaches, do not understand 
pure organizational and technical changes. Consequently, transformation is usually 

CH001.indd   27CH001.indd   27 8/19/10   8:53:26 AM8/19/10   8:53:26 AM



28 Beyond Change Management

WORKSHEET

Use this worksheet to identify the common mistakes your organization is making. Rate 
each mistake high, medium, or low. If you can, ask your executive team or change project 
team to assess your organization’s common mistakes. One simple yet powerful way is to 
list them all on a fl ip chart, and then give each person fi ve votes that they can place on 
any one or multiple choices, using all but no more than fi ve votes. Tally the votes, and 
then discuss the outcome. Ask participants to share the impacts of the top three mistakes 
on the people and organization, and then generate strategies to improve.

Mistake Rating (H, M, L)

1. Relevance and Meaning: Not overtly linking the change effort to the 
market and business strategy to create clarity in the minds of stakeholders.

2. Change Governance: Not providing clear change leadership roles, 
structure, and decision making, or how the change will smoothly interface 
with operations.

3. Strategic Discipline for Change: Not providing a strategic discipline 
for how to lead change across the organization—no enterprise 
change agenda, no common change methodology, and inadequate 
infrastructure to execute change successfully.

4. Misdiagnosing Scope: Misdiagnosing the scope of the change 
either in magnitude or by initiating only technological or organizational 
initiatives, and neglecting the cultural, mindset, and behavioral 
requirements.

5. Initiative Alignment and Integration: Running the change through 
multiple separate or competing initiatives rather than aligning all 
initiatives as one unifi ed effort and ensuring the integration of plans, 
resources, and pace.

6. Capacity: Not creating adequate capacity for the change—setting 
unrealistic, crisis-producing timelines and then laying the change on top of 
people’s already excessive workloads.

7. Culture: Not adequately addressing the organization’s culture as a 
major force directly infl uencing the success of change.

8. Leadership Modeling: Leaders not being willing to change their 
mindsets, behavior, or style to overtly model the changes they are asking 
of the organization.

9. Human Dynamics: Not adequately or proactively attending to the 
emotional side of change; not designing actions to minimize negative 
emotional reactions; not attending to them in constructive ways once they 
occur.

10. Engagement and Communications: Not adequately engaging and 
communicating to stakeholders, especially early in the change process; relying 
too heavily on one-way top-down communication; engaging stakeholders 
only after design is complete.

Exhibit 1.3. What Common Mistakes Is Your Organization Making?

© 2011, Pfeiffer, An Imprint of John Wiley & Sons

CH001.indd   28CH001.indd   28 8/19/10   8:53:26 AM8/19/10   8:53:26 AM



 Achieving Breakthrough Results from Change 29

designed and run as s eparate, nonintegrated initiatives. Th is just does not work. 
Focusing only on content, or fantasizing that organization transformation is only 
about people, or attending to both content and people yet in an insuffi  cient or non-
integrated way, are all equally eĀ ective paths to failure.

How can you integrate these oft en confl icting elements? By consciously designing 
your change process to deliver that integration! Process is t he integrating  factor—the 
dimension that brings all the activities of change together. Transformation requires an 
integrated process approach that attends equally to content and people. And when you 
get that balance right, breakthrough occurs. You realize the full benefi ts of your content, 
and your improvement from change goes through the roof.

Implications for Change Leaders

Th e sphere of infl uence of change managers is oft en only in the area of people. 
Th ey do no t have infl uence over the content or the change process. Change man-
agers are usually not included in decisions about how (process) the content solu-
tion of a change is designed. Th e process for designing the new structure, systems, 
process, or technology gets determined by the content experts. Th e problem with 
this common approach is t hat resistance can get catalyzed by how the solution is 
designed as much, if not more, than from what the solution is. Stakeholders may or 
may not like that your new structure integrates two functions or increases the size 
of managers’ departments, but if you design the new structure without their input 
or participation, they are more likely to resist no matter what the content. Content 
experts usually do no t have the people expertise to design c hange processes that 
build commitment. Consequently, they focus on what the new state should be and 
not on how that solution should be designed o r who needs t o be involved in t he 
design process to ensure stakeholder commitment.

Change le adership t akes a diĀ erent a pproach. W hile c hange le aders do no t 
design t he co ntent, t hey en gage wi th t he co ntent exp erts t o infl uence t he design  
 process to ensure that it builds commitment in stakeholders by gathering their input, 
keeping them informed, and in many cases sharing decision power. In other words, 
change leaders have a greater sphere of infl uence over the design of the change pro-
cess, including how content gets designed and implemented. In fact, the design of the 
change process is o ne of their primary responsibilities, which we will dis cuss thor-
oughly in S ection Th ree. In short, change leaders attend to and integrate all t hree 
areas of content, people, and process to ensure the best results occur in each. 
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SUMMARY

Change can either be positive or negative, depending on our perceptions of it, 
the outcomes it is expected to produce, or the way in which it is run and led. Most 
change fails. Leaders across industry are making common mistakes. Th e price of 
failed change can be devastating. Organizations must develop change capability to 
increase their success rates.

With su perior c hange ca pability, b reakthrough r esults b ecome p ossible. To 
achieve extraordinary results from change and succeed at transformation, change 
leaders must attend to three critical areas: content, people, and process. Most lead-
ers have greater competency in business content and less in the areas of people and 
process. Th is reveals their key areas of needed improvement.

In the next chapter, we will explore the history and evolution of change manage-
ment toward change leadership, and discover what is dr iving change. Th i s will begin 
our exploration into the nature of how change is changing and causing an expansion in 
what leaders attend to and what they are responsible for. It will also move us along in 
our exploration of why we must move beyond change management to change leader-
ship, as well as deepen our understanding of what change leadership entails.

ENDNOTE

1. IBM Global Study: Majority of Organizational Change Projects Fail, October 14, 2008.  
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C H A P T E R

2
        The Drivers of Change          

If you don’t like change, you’re going to like irrelevance even less.

—General Eric Shinseki, Chief of StaĀ , U.S. Army

 Organization change does not happen out of the blue. It is catalyzed by a num-
ber of forces that tr igger fi rst awareness and then action. Th ese signals f or 

change usually originate in o ur organization ’ s environment or marketplace. Such 
signals can include bold moves by competitors, new technology, or shift s in g ov-
ernment regulations. Failures in the performance of our own organization can also 
signal the need for change. Whatever their source, these events require the organi-
zation to respond and change. 

 Understanding what drives change is critical because the  “ drivers ”  establish 
the overall context within which any organizational change occurs. Th ey create the 
impetus and motivation for change, and establish a c hange eĀ ort ’ s relevance and 
meaning. Th ey form its purpose for both those leading the change and those who 
are t argets o f t he c hange. Making w hat is dr iving c hange c learly under stood by 
everyone involved is a k ey to minimizing resistance. When the intelligent people 
we have hired into our organizations understand the bigger picture of what is driv-
ing change, they are always more likely to commit to it. 

 We must correctly perceive the signals for change to accurately scope the change 
needed and the outcomes it needs to produce. Signals for change can occur without 
us noticing. Or we may acknowledge a signal for change and act on it without fully 
understanding its implications, or worse, without appreciating what change in o ur 
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organization the signal is requiring. How do we best explore these signals and accu-
rately interpret their meaning? How can we be certain that we are asking our organi-
zations to change in the ways that are really needed? 

 Because of the increasingly dynamic nature of the marketplace, many leaders 
have become very attuned to reading the trends in t heir changing environments 
and markets and, from this, creating new business strategies (content) to respond 
appropriately to them. Th ey are making great strides in changing how their orga-
nizations are structured and run to fulfi ll these new business strategies. However, 
many of us are not yet seeing all of the drivers catalyzing change in our organiza-
tions, and therefore, are not carrying the required changes far enough. We oft en 
do not s ee t he f ull s cope of  “ people ”  change t hat is r equired to get t he business 
outcomes we need, let alone real breakthrough results. 

 Understanding the entire breadth of today ’ s drivers for change can help rem-
edy this problem.  

  THE DRIVERS OF CHANGE 

 Th e Drivers of Change Model (Figure  2.1 ) clarifi es what drives the need f or 
change, esp ecially tra nsformational c hange. Th e mo del des cribes s even dr ivers, 
four that leaders are traditionally familiar with and three that are relatively new 
areas of serious focus for many. 

 Th e model illustrates that the need for change is catalyzed by dynamic shift s in 
the environment, which establish new requirements for success in our organization ’ s 
marketplace. Th ese new customer requirements catalyze a need f or new business 
imperatives (strategies), w hich t hen require changes in o ur organization to exe-
cute them. Th ese may include changes to structure, systems, business processes, or 
technology (content). If these organizational changes are signifi cant enough, then 
the culture of our organization must also change to shift  the way our people operate 
to fully realize the benefi ts from the organizational changes and eĀ ectively execute 
the new business strategies. Culture change then drives the need for change in both 
our leaders ’  and staĀ  ’ s behaviors and ways of thinking. Th e model shows that what 
drives change moves from what is  external  and impersonal (environment, market-
place, organizations) to what is  internal  and personal (culture and mindset). 

 Th e Drivers of Change Model portrays a s equence to these change triggers, 
with one trigger calling forth change in the next, and the next, and so on. While a 
demand - and - response relationship exists between these various catalysts, there is 
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not necess arily a time dela y f rom one dr iver to t he next. B ased on t he s cope of 
the changes required in an  “ upstream ”  driver, it calls forth changes in downstream 
drivers, but the execution of the overall set of changes that must occur should be 
designed and implemented together, that is, all quadrants and all levels together as 
one integrated change process. In other words, this is a t heoretical model to help 
identify what is driving change and the scope of the changes being called for; it is 
not an implementation model. (We will discuss implementation models in Section 
Th r ee.) Th e linear sequence shown in Figure  2.1 , however, is helpful to understand 
the complexity, cause, and scope of change that leaders face today, and to evaluate 
if you are attending to all your required drivers. 

 Th e external drivers — environment, marketplace, business, and  organization —
 are c learly mo re fa miliar t o le aders, w hile t he mo re in ternal a nd p ersonal 
ones — culture, behavior, and mindset — are new to most, yet equally essential. Many 
of the current struggles with transformation are a result of leaders not attending to 
the people components or not attending to them in ways that make a real impact. 
Th roughout t he b ook, w e will p rovide guidelines f or ho w t o addr ess t he mo re 

Environment

Marketplace
Requirements for Success

Organizational
Imperatives

Business
Imperatives

Cultural
Imperatives

Leader and
Employee Behavior

Leader and
Employee Mindset

 Figure 2.1.     The Drivers of Change Model 
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 person - focused drivers of change while  simultaneously  meeting the needs o f the 
external dr ivers. Of co urse, i t is eq ually tr ue t hat a ttending only t o t he internal 
drivers and neglecting the external ones will also cause transformation to fail. Th e 
point is that both the external (content)  and  the internal (people) drivers must be 
included in t he scope of change. Let ’ s defi ne the terms in t he Drivers of Change 
Model and then further investigate the message the model delivers.     

   Environment:  Th e d ynamics t hat o ccur in t he la rger co ntext wi thin w hich 
organizations and people operate. Th ese forces include the following:  

  Social  
  Business and economic  
  Political  
  Governmental  
  Technological  
  Demographic  
  Legal  
  Natural environment   

    Major shift s in a ny one or more of these areas can catalyze new marketplace 
requirements for success for organizations.  

   Marketplace Requirements for Success:  Th e aggregate set of customer require-
ments that determines what it takes for a business to succeed in its marketplace 
and meet its customers ’  needs. Th is includes not only actual product or service 
needs but also requirements such as speed of delivery, customization capabil-
ity, level of quality, need for innovation, level of customer service, and so on. 
Changes in marketplace requirements are the result of changes in environmen-
tal forces. For instance, as t he environment becomes infused with new tech-
nology t hat mak es sp eed a nd inno vation co mmonplace, c ustomers dema nd 
higher quality c ustomized products and s ervices and exp ect t hem faster. To 
succeed in the marketplace, you must meet these new requirements for success, 
and your organization must go through the changes required to do so.  

   Business I mperatives:  W hat t he co mpany m ust do  strategically  t o b e suc-
cessful, gi ven i ts ne w ma rketplace (customer) r equirements. N ew b usiness 
imperatives can include the systematic rethinking and change to the company ’ s 
mission, strategy, goals, business model, products, services, pricing, or brand-
ing. Essentially, business imperatives pertain to the organization ’ s strategy for 
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❍

❍

❍

❍

❍

❍
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succeeding in i ts market. As environmental forces catalyze new marketplace 
requirements for success, leaders must respond with a new business strategy.  

   Organizational Imperatives:  What must change in t he organization ’ s struc-
ture, systems, processes, technology, resources, skill base, or staffi  ng to imple-
ment and achieve its strategic business imperatives.  

   Cultural I mperatives:  Th e no rms, o r co llective way o f b eing, w orking, a nd 
relating in the company, that must change to support and drive the organiza-
tion ’ s new design, operations, and strategy. For instance, a culture of teamwork 
may be required to support reengineering business processes (organizational 
imperatives) to drive the strategy (business imperative) of faster cycle time and 
increased customer responsiveness.  

   Leader and Employee Behavior:  How behavior must change in b oth leaders 
and staĀ  to express the organization ’ s desired culture. Behavior speaks to more 
than just overt actions: It describes the style, tone, or character that permeates 
what people do. It speaks to how people ’ s way of being must change to establish 
a new culture. Th erefore, leader and employee behavior denotes the ways in 
which leaders and employees must behave diĀ erently to re - create the organiza-
tion ’ s culture to implement and sustain the new organizational design.  

   Leader and Employee Mindset:  How leaders ’  and staĀ  ’ s worldviews, assump-
tions, b eliefs, or mental mo dels must c hange f or p eople t o enac t t he desired 
behavior a nd c ulture. M indset is t he underl ying f orce t hat ca uses p eople t o 
behave and act as they do. Becoming aware that each of us has a mindset — and 
that it directly impacts our behavior, decisions, actions, and results — is oft en the 
critical fi rst step in building a person ’ s and an organization ’ s ability to transform. 
Marilyn Ferguson, in  Ā e Aquarian Conspiracy  (1987), states,  “ If you continue to 
think as you have always thought, you will continue to get what you have always 
gotten. ”  Transforming mindset is a prerequisite to sustained change in behavior 
and culture. A shift  of mindset is o ft en required for organizational leaders to 
even recognize changes in t he environmental forces and marketplace require-
ments, thereby being able to determine the best new strategic business direction, 
structure, or operation for the organization. A c hange in em ployee mindset is 
oft en required for them to understand the rationale for the changes being asked 
of t hem. And almost al ways, if t he o rganization is g oing t hrough signifi cant 
transformation of its strategy, organizational design, a nd culture, then leaders 
and employees must transform their mindsets to operate in it successfully.    
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 CASE - IN - POINT    

 A brief review of the current implementation of Electronic Health Records 
(EHR) in health care is a great illustration of the Drivers of Change Model in 
action. We use this example because change in the health care industry is so 
widely discussed and impacts virtually everyone. Plus, many health care exec-
utives and politicians see EHR as a technology implementation, but it is much 
more. Th e Drivers of Change Model quickly demonstrates this and reveals 
how EHR requires an expanded change leadership perspective to deliver its 
intended results.  

  EXECUTIVE BRIEFING 

 Here is an overview of electronic medical records provided by our colleague, 
John Haughom, MD, Corporate Senior Vice President of Clinical Quality and 
Patient Safety at PeaceHealth, a premier health care system in the Northwest 
area of the United States. John ’ s briefi ng will provide you context for our appli-
cation of the Drivers of Change Model to an EHR implementation.     

 On February 17, 2009, a la w was est ablished in t he U.S. as pa rt o f t he 
economic stimulus bill to facilitate and encourage the implementation of 
electronic health records, promote the use of advanced forms of decision 
support, a nd f oster t he gr owth o f he alth inf ormation ex change. D avid 
Blumenthal, MD, appointed by President Obama t o he ad t he Offi  ce of 
the National Coordinator for Health Information Technology, states,  “ We 
have the tools to begin a major transformation in Amer ican health care 
made possible through the creation of a secure, interoperable nationwide 
health information system  . . .  it provides the best opportunity for each 
patient to receive optimal care. ”  

 Th e U.S. Federal Government envisions all Amer icans having indi-
vidual electronic health records by 2015. It has allocated  $ 30 billion  dollars 
to jumpstart adoption of health information technology by physicians and 
hospitals. EHR will enable a comprehensive management of medical infor-
mation and its secure exchange between health consumers and providers. 
In order to receive a share of government funding, meaningful use of the 
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technology must be shown by meeting specifi c criteria. Installing the tech-
nology is not enough. Using it to increase patient safety and improve quality 
is a requirement. Th e goal of EHR is to improve the quality and reliability 
of patient care and reduce costs by preventing medical er rors, increasing 
effi  ciency of b oth care delivery and administration, expanding access t o 
aĀ ordable care, and improving the U.S. population ’ s overall health.   

 Now let  ’ s a pply t he dr ivers t o s ee ho w t hey r eveal t he f ull s cope o f 
change required to implement EHR successf ully. Imagine that you are at an 
executive c hange le adership r etreat, ass essing t he dr ivers as a mem ber o f 
the executive team of a health care organization with ten hospitals across four 
states. You have a facilitator operating a computer that is projecting the data 
you collectively generate on a screen in the front of the room. At the end of 
the day, here is what your team likely produced. 

   Envir onment al For ces 

  Cost of health care out of control  
  40 million U.S. citizens without health insurance  
  Aging baby boomers stressing the current health care system  
  Quality of U.S. health care lower than other rich nations but more expensive  
  Information technology now available  
  High hospital mortality rates due to human errors made very public  
  Malpractice lawsuits and insurance premiums out of control  
  Competitive pressures as hospital systems are merging  
  Medicare payments going down  
  U.S. government mandate to implement EHR by 2015 wi th meaningful 
use requirements met or be fi nancially penalized    

   Mar ke tp l a ce Requir ements for Suc cess 

  Higher quality of care  
  Fewer preventable health care errors  

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

(continued )
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 CASE - IN - POINT (continued)   

  More people with access to quality care  
  Lower cost of health care services  
  Patients with more access to their own health records  
  More disease prevention, less intervention  
  Increased ability to easily share a patient ’ s health records across disciplines    

   Bus iness Impera tives 

  Implement EHR and achieve meaningful use.  
  Standardize and consolidate care delivery processes and systems across 
the entire system.  
  Maximize use of evidence - based, best care delivery practices and protocols.  
  Cut care delivery and administrative costs.    

   Organiz ation al Impera tives 

  Upgrade IT infrastructure.  
  Implement EHR.  
  Standardize care delivery processes across all hospitals and clinics.  
  Highly functioning, multi-disciplinary care delivery teams deliver coor-
dinated care across the continuum of care delivery.    

   Cultural Impera tives 

  Establish teamwork as preferred method of care delivery.  
  Build relationship orientation and cross-boundary support (across disci-
plines; doctor/nurse; care delivery/lab/pharmacy).  
  Create transparency about what is working and not working (over hiding 
of issues).  
  Deliver patient-centered care.  
  Support patient’s families with information.  
  Provide accurate and timely information.  
  Communicate openly.  
  Establish trust-based collaboration among clinicians.    

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗
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   Leaders and Empl oyee Beh avior 

  Doctors a nd n urses sha re inf ormation acr oss f unctions a nd lines o f 
specialties.  
  Care providers raise issues of safety without fear of recourse.  
  We input medical information accurately and in a timely manner; today 
not tomorrow.  
  Bedside manners are improved to balance increased attention to technology.  
  Clinicians listen more to each other and patients.  
  Clinicians make time to share information with patients and their families.  
  Clinicians allocate time for care delivery team collaboration.    

   Leader and Empl oyee Minds et 

  Everyone is responsible for the quality of the patient ’ s care and the  support 
of their family.  
  I see our care delivery as an integrated system in which I am a vital team 
player.  
  I value and readily adopt standard evidence - based treatment protocols 
over my own.  
  We work as a team and rely on each other.  
  We are all do ing our best, and mistakes will b e surfaced and addressed 
without blame and shame.  
  I do what is best for patients and their families, even if it is an inconve-
nience to me.  
  I choose standardized practices because they enable us to do the best col-
lective good.  
  I p ut extra a ttention o n r ecord k eeping b ecause i t ena bles f or gr eater 
 collective results.  
  I keep my other team members needs in mind at all times.  
  My highest goal is quality of care benchmarks, not pay or stature.  
  Listening enables me to deliver better care.    

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

(continued )
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 CASE - IN - POINT (continued)   

 Notice how the seven drivers reveal the full scope of change required to 
implement EHR successfully. Imagine if your organization neglected the cul-
ture, behavior, and mindset change required. You would get the technology 
implemented (L evel Two S uccess), b ut y ou w ould no t ac hieve t he ul timate 
desired results you are aft er of improved patient outcomes and reduced costs. 
To get those outcomes, you  must  transform culture, behavior, and mindset, as 
well as o rganizational systems, processes, and technology (all q uadrants, all  
levels). Doctors, nurses, lab technicians, pharmacists, and administrators must 
all operate diĀ erently. Th ey must perceive care delivery as an integrated system 
in which they are vital team players and technology is an enabler of improved 
patient outcomes and lower costs. Th eir way of being, working, and relating 
must shift  to achieve the potential the technology of EHR provides. Th is is true 
of most of today ’ s information technology implementations across industries.  

 When the scope of change in t he environment and marketplace is minimal , 
content (external) change usually suffi  ces. When change is required only to busi-
ness a nd o rganizational im peratives (co ntent) a nd no t t o c ulture, b ehavior, o r 
mindset (people), the type of change is developmental or transitional. (Th e diĀ er-
ent types of change will be described in detail in the next chapter.) However, when 
the  magnitude of environmental or marketplace change is la rge, t hen i t tr iggers 
the need f or  radical  content change, which drives the need f or change in c ulture 
and people to execute it successfully. Th is type of change, which then includes all 
the dr ivers, is tra nsformational. B y defi nition, tra nsformational c hange r equires 
that le aders attend to content (external, impersonal) as w ell as p eople (internal, 
personal).    

  USING THE DRIVERS OF CHANGE MODEL 

 Th e Drivers of Change Model is us eful on many fronts: (1) hel ps us under -
stand t he s cope o f c hange r equired a nd expa nds o ur vie w b eyond sim ply t he 
 external  dimensions; (2) hel ps defi ne t he typ e o f c hange o ur o rganization must 
undergo; (3) defi nes the case, or reason, for the changes required; and (4) provides 
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a  framework for communicating the desired outcomes, scope, and case for change 
to our stakeholders. 

 Building a business case for change has become a fairly common practice over 
the past fi ft een years. Th e business case establishes the marketplace rationale for 
change and specifi es what ROI the change is meant to deliver. 

 Most business cases attend to environmental and marketplace drivers, busi-
ness and organizational imperatives. Th is is adeq uate for changes that are purely 
external. However, if y our change is tra nsformational, your case for change must 
also address the internal drivers of how and why culture, behavior, and mindset 
must also change. 

 Th e Drivers of Change Model is an extremely useful framework for building 
your case for change for transformation because it helps leaders and staĀ  see and 
understand the full scope of what is required and why. It demonstrates why your 
desired outcomes include both business results and cultural outcomes. It provides 
the logic of why you need to attend to culture, behavior, and mindset. Th is broader 
understanding can mobilize your entire organization on a common path of trans-
formation because it elegantly outlines the relevance of the change and makes it 
meaningful for those who must make it happen. 

 Use Exhibit  2.1  to assess the drivers at play in your organization and the scope 
of change required for you to succeed. You can fi ll it out yourself to develop your 
own thinking, use it to stimulate dialogue a mong your peers or executives to get 
them aligned, or use it to facilitate a very large number of people to build consensus 
about your drivers. 

 We have had a number of opportunities where we facilitated leaders to iden-
tify what they believe are the drivers of change in t heir own small group session, 
and then convened a large number of staĀ  (100 – 300) to input to the assessment as 
well. Most oft en, the two groups come up with the same data. Leaders are always 
surprised and pleasantly relieved by this. When staĀ  identifi es the drivers them-
selves, they do not need to then be  “ sold ”  on why change is needed. Th e y become 
instantly co mmitted t o t he c hange b ecause t hey ha ve logicall y t hought t hrough 
what is causing it, why it is necessary, and its required scope. Th is is far more eĀ ec-
tive than writing a memo or report and letting them read it. Such top-down, one-
way communications oft en trigger resistance. 

 You can use many of the large group meeting technologies available today to sup-
port your planning of such meetings.  1   Th e key is using the Drivers of Change Model 
to organize the conversation in these meetings and the conclusions it generates.    
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  THE EVOLUTION OF CHANGE AND THE REQUIRED 
EXPANSION OF LEADERSHIP AWARENESS AND ATTENTION 

 Over t he pas t f orty y ears, t he na ture o f o rganization c hange has e volved 
 tremendously, expanding the areas of organizational life to which we must attend. 
Th e Dr ivers o f Cha nge Model b oth p redicts a nd des cribes t he dir ection o f t his 
 evolution and the subsequent increase in change leadership awareness and meth-
ods required. Understanding this history and its direction provides perspective on 
why we must evolve our methods beyond change management to keep pace with 
the current type of change we face. 

   Exhibit 2.1. What Is Driving Your Organization ’ s Change?          

WORKSHEET

   Environmental Forces:  What environmental forces exist that are driving change in 
your organization?  

   Marketplace Requirements for Success:  What new standards or requirements for 
success do the marketplace and your customers demand?  

   Business Imperatives:  What new business strategies must you deploy to meet those 
marketplace and customer requirements?  

   Organizational Imperatives:  How must you change your structure, systems, 
processes, roles, or technology to successfully implement the new business 
strategies?  

   Cultural Imperatives:  How must you change your culture to get the most out of 
these new organizational elements?  

   Leader and Employee Behavior:  How must your leaders and staff shift their behavior 
to make these cultural changes?  

  Leaders:  

  Employees:    

   Leader and Employee Mindset:  How must your leaders and staff shift their mindsets 
to make these behavioral changes?  

  Leaders:  

  Employees:    

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗
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  The History of Organization Change 

 Before the 1970s, leaders as a whole paid relatively little attention to their external 
environment, including their customers, competitors, or the marketplace in general. 
If they had market share, that was all that mattered. Th en, during the 1970s, technol-
ogy, innovation, and deregulation (environmental forces) began to shake up many 
industries, including automobile, steel, manufacturing, communications, banking, 
and retail. Th ese environmental forces began to alter the marketplace requirements 
for success in t hese industries. As leaders struggled to diĀ erentiate their organiza-
tions ’  strategic advantages and product and service oĀ erings, strategy development 
(business imperatives) b ecame t he le adership rave. L ed by a f ew la rge consulting 
fi rms, many of the Fortune 500 sought to better comprehend their business impera-
tives and subsequently evolved their business strategies. As a r esult, an increase in 
new business strategies, products, and services occurred during this time. 

 In the late 1970s, the scope of change increased, causing leaders ’  focus to turn 
to the organization and how to improve it (organizational imperatives). Th e new 
business strategies required changes in the organization to be implemented success-
fully. Productivity improvement, restructuring, downsizing, diversifi cation, work 
redesign, and quality swept the country. Th is focus on organizational improvement 
intensifi ed in t he mid - 1980s with the quality movement, then again in t he early 
1990s with the reengineering craze, and continues today with attention to infor-
mation technology, Enterprise Resource Planning (ERP), C ustomer Relationship 
Management (CRM), LEAN, fast c ycle time, the search for how to master global 
connectivity via the Web, and other content changes. 

 Up to the mid 1990s, most o f these change eĀ orts focused on external driv-
ers. Th ese content changes were, for the most part,  relatively  comfortable for most 
leaders. Why? Because most o f today ’ s leaders come from engineering, fi nancial, 
military, or legal backgrounds. For them, altering the strategy, structure, systems, 
processes, and technology of the great organizational  “ machine ”  is fa miliar terri-
tory. It is t angible, observable, and measurable. And, most im portantly, it carries 
the illusion of control. 

 Truth b e t old, ma ny o f t hese  “ content ”  c hanges  could  b e tig htly ma naged. 
Leaders could command and control many of them to their desired outcomes. Th is 
was p ossible f or t hree r easons. Fir st, most o f t he c hanges o ccurred wi thin silos 
of infl uence. Cross - boundary collaboration was not required. Consequently, shar-
ing power and decision making were not cr itical. Leaders could push their own 
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agendas in the functional or geographic areas where they had the power to do so. 
Second, leaders could oft en design and implement changes as separate initiatives, 
requiring li ttle in tegration a nd no sp ecial a ttention t o t he c hange p rocess. Th ey  
could manage change implementation like t hey managed other projects in t heir 
organizations. And third, these changes usually did not require any signifi cant or 
profound personal change on the part of the leaders or the people impacted by the 
change. A bit more communication and training in the new systems were usually 
enough to handle the  “ people ”  aspects of these  “ content ”  changes. Including extra 
communication or training in their project plans was easy to manage. 

 Th e  “ change is manageable ”  bubble began to burst in t he mid - 1980s, and by 
the 1990s i t became glaringly obvious that truly managing change was b ecoming 
less and less p ossible. Th e technological revolution, primarily fueled by informa-
tion and communication technology, had increased the speed and scope of change 
so much that the process of change became signifi cantly more complex. Isolated 
and distinct change initiatives no longer suffi  ced as organizational change became 
more en terprise-wide in s cope. L eading c hange no w dema nded t he in tegration 
of numerous cross - functional initiatives, and leaders ’  traditional project manage-
ment techniques did not provide adequately for complex process integration or the 
increasingly nonlinear change processes that were occurring. New, more evolved 
approaches were required to handle the more complex change processes. 

 Also, the tangible domain of changing organizational strategy, structure, sys-
tems, p rocesses, skills, a nd t echnology suddenl y r equired a signifi cant f ocus o n 
the less t angible do main o f c ulture a nd p eople (c ultural im peratives). Th is new 
requirement for attention to people was ca ptured in a n article in  Ā e Wall Street 
Journal  o n November 26, 1996. I t st ated,  “ Gurus o f t he  $ 4.7 b illion r eengineer-
ing industry like [Michael] Hammer forgot about people.  ‘ I wasn ’ t smart enough 
about that, ’  Hammer commented.  ‘ I was refl ecting my engineering background and 
was in suffi  ciently appreciative o f t he human dimension. I  ’ ve le arned t hat ’ s cr iti-
cal. ’   ”  Suddenly, change was signifi cantly less manageable because of the volatile and 
dynamic nature of the  “ people component ”  and required more attention to people 
and process than leaders were equipped to give. 

 Th e change management fi eld had begun in the early 1980s through the work 
of thought leaders such as Linda Ackerman and Daryl Conner. For the most part, 
change management practitioners were expected to provide solutions to two major 
problems — how t o p lan b etter f or t he co mplexities o f im plementation a nd ho w 
to o vercome em ployee r esistance. K ey c hange ma nagement met hods inc luded 
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 communications and training, as well as tools for implementation planning, all of 
which were meant to reduce the stress and resistance in people and make change 
run more smoothly. 

 Th ese methods were very helpful, but they were used sporadically until the 
mid - 1990s w hen c hange ma nagement b egan t o b e s een as a bsolutely necess ary. 
Overnight, the major  “ content ”  change consulting fi rms b egan c hange ma nage-
ment practices. We remember these days well because many of them tried (unsuc-
cessfully) to buy our consulting fi rm as t hey were all lo oking for acquisitions to 
immediately put them at the cutting edge of change management. 

 Th e early mass - marketed change management approaches that ensued only 
scratched the surface of the attention to people and process needed. Th e approaches 
oĀ ered w ere most ly in suffi  cient, as t he co ntent co nsulting fi rms did no t r eally 
understand the internal dynamics of people and culture, nor how to design change 
processes that integrated basic human needs. Most of these early approaches made 
the mistake of applying change  “ management ”  techniques to people and process 
dynamics that were inherently unmanageable, but we ’ ll provide more on that later. 

 A major chasm occurred in the late 1990s that the emerging fi eld of conscious 
change leadership is a ttempting to bridge. By the time c hange management went 
 “ mainstream, ”  t he co mplexities o f c hange w ere r equiring mo re r obust su pport. 
In other words, the nature and typ e of change e volved s o radically in t he 1990s 
that by the time c hange management went mainstream, more robust approaches 
were required. 

 Starting in the late 1980s and early 1990s, the marketplace forces were requir-
ing such signifi cant content change that an organization ’ s people and culture also 
needed t o c hange t o im plement a nd sust ain t he co ntent c hanges successf ully. 
Culture change was no lo nger a  “ nice to do ”  aspect; it was no w beginning to be 
recognized as a  “ must do, ”  as noted in Michael Hammer ’ s comment. 

 When c hange in t he b usiness a nd o rganizational im peratives a re r elatively 
small, leaders can ignore culture because the existing culture simply absorbs the 
incremental changes. But when the change to the strategy, structure, systems, pro-
cesses, or technology is signifi cant, as they were becoming in the 1990s, a new way 
of being, working, and relating is required to operate the new organization. Leaders 
are required to change cultural norms in order for these  “ radical ”  content changes 
to take hold. With this requirement of attending to culture, organizational change 
offi  cially entered the realm of transformation, where change management methods 
are insuffi  cient. 
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 Not sur prisingly, in t he e arly 1980s t he Organization Transformation (OT) 
movement was born through the eĀ orts of a small number of  “ leading edge ”  con -
sultants. O T f ocused he avily o n c ultural a nd p ersonal c hange b ecause t hese 
consultants were seeing that the nature of some of the more radical content changes 
they were dealing with required this attention. Some factions of the organization 
development (OD) profession embraced and explored this new fi eld enthusiasti-
cally. Operational line le aders, however, did no t take this movement seriously as 
they were just getting started with change management. A major source of the fail-
ure of many of the business process reengineering eĀ orts and IT implementations 
of t he time was a lac k o f le ader a nd consultant skill in t he internal domains o f 
people and the complexities of the change process. Change management simply did 
not provide the needed support. Let ’ s continue to explore the historical chronology, 
using the remaining Drivers of Change, to discover what more is needed b eyond 
change management. 

 To change culture, or the collective norms of how people behave, individu-
als must change their behavior (leader and employee behavior). If the individual 
behavior changes that are required are minimal and simply entail skill improvement 
or minor adjustment to work practices, then basic skill training or slight behavior 
modifi cation is all that is required. Deep personal refl ection and self - development 
is no t r equired. However, w hen b ehavior a nd sty le c hange a re signifi cant, as in 
most of today ’ s transformations, then people ’ s mindsets must also change (leader 
and employee mindsets). If people do not alter the worldview or beliefs that drive 
their current behavior, then they will not sustain major behavioral change. 

 Let us under score that change in b ehavior and mindset is r equired by  both  
leaders and employees. Ideally, leaders and employees must change their behavior 
and minds et  simultaneously  b ecause key asp ects o f c ulture are largely t he prod-
uct o f interactive b ehavior patterns b etween t hem a nd t he underl ying minds ets 
that drive those behaviors. For culture to change, these patterns must break, which 
requires change on both sides of the equation. For example, the cultural shift  from 
entitlement to empowerment requires leaders to step out of their command - and -
 control sty le w hile em ployees s tep in to gr eater s elf - reliance a nd r esponsibility. 
A shift  on only one side of the equation creates confl ict; a shift  on both sides creates 
sustainable change that can lead to greater collective results. 

 By the mid 1990s, t he scope and required focus of organization change had 
fully e volved a nd en tered t he un predictable a nd uncer tain w orld o f t he inner 
dimensions of human beings. It is no wonder that empowerment, self - management, 

CH002.indd   46CH002.indd   46 8/19/10   8:58:02 AM8/19/10   8:58:02 AM



 The Drivers of Change 47

 CASE - IN - POINT    

 We worked with a large bank in California and ran smack into this leadership 
issue. Th is was d uring the time t hat the  “ change is ma nageable ”  bubble was 
just beginning to burst, and most leaders were unaware of the deep personal 
change being required both for themselves and for employees. 

 Th e ba nk was in stalling a ne w co mputer sys tem t hroughout i ts ma ny 
branches t hat w ould r evolutionize t ellers ’  jobs b y p utting subst antial c us-
tomer information at their fi ngertips. Equipped with this information, tellers 
would t hen b e exp ected by management t o introduce and s ell appropriate 
 insurance and investment products to their customers while the customers 
were  standing a t t he t ellers ’  windo ws makin g dep osits o r  withdrawals. 
The technology in stallation was pa rt o f a co mprehensive stra tegy t o 
expand t he ba nk ’ s s ervice o Ā erings t o r etain c ustomers a nd b uild ma rket 
share, w hich t he ba nk was q uickly losin g t o la rge in vestment b rokerages. 

 Senior management asked us t o audit their existing change strategy and to 
predict how we thought it would proceed. Aft er interviews with senior execu-
tives, we realized t hat t he le aders cle arly un derstood t hat t heir marketpl ace 
had new requirements for success and that they had developed a solid business 
strategy based on new business imperatives. Th ey had eĀ ectively translated that 
strategy into new organizational imperatives, primarily the installation of new 
computer technology. However, that was as fa r as t hey had g one. Th e y con-
ceived the change as a sim ple technology installation. So they focused on the 
content and under - attended predictable human dynamics they could not see. 

 Th e senior leaders had no ide a that their new marketplace requirements 
and business and organizational imperatives were so signifi cant that they were 
driving the need for a fundamental transformation of their culture, as well as 
their le aders ’  a nd employees ’  skills, b ehaviors, a nd minds ets. Th eir change 
strategy neg lected a ny a ttention t o c ulture, b ehavior, a nd minds et b eyond 
training the tellers in ho w to use the new computer system. To the leaders, 
that was enough. Th ey planned to shut all of their numerous branches down 
on a F riday, work t hrough t he weekend installing t he syst em and tra ining 
employees, a nd r eopen t he ba nk o n M onday mo rning wi thout ski pping a 
beat. Th ey were in for a painful surprise. 

(continued )
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CASE - IN - POINT (continued)

 We issued a lo ud warning that their plan was going to backfi re and cause 
tremendous upheaval because their strategy neglected any attention to changing 
their culture or their leaders ’  and employees ’  behavior and mindset, all of which 
was essential to realize the full benefi ts of the new technology. We suggested 
that, in the best - case scenario, their change eĀ ort would alienate employees and 
customers; in the worst case, it would cause both to leave in droves. 

 Here w ere t he k ey issues as w e s aw t hem. N otice ho w t he Dr ivers o f 
Change  “ predict ”  these issues.   

     1.   Each branch was a fi efdom, run top - down by largely autocratic branch 
managers w ho made all signifi cant c ustomer decisio ns. Th e new 
 technology signifi cantly altered the tellers ’  role. We suggested that this 
would create a power struggle between the branch managers and the tell-
ers. Th e fact that the tellers would now have the information and power 
to mak e signifi cant c ustomer decisio ns w ould under mine t he b ranch 
managers ’  historic authority, and the branch managers would be likely 
to withhold their support, which the tellers would so desperately need, 
especially during the initial stages of implementation. We suggested a 
fundamental transformation of culture from command and control to 
collaboration, coac hing, a nd su pport was needed t o su pport t he ne w 
desired behaviors in both branch managers and tellers.  

     2.   Many of the tellers had worked for the bank for ten or more years and 
were hired because of their style and skill at doing accurate and predict-
able work, that is, helping customers to make deposits and withdrawals. 
Th e tellers had no sales training. Most, if not all, were not salespeople by 
nature or behavioral style, and their communication skills were not highly 
sophisticated. Th ey took jobs at the bank because they were attracted to 
the safe and predictable work of making customer transactions. 

    We suggested that employees would learn the new system (they were 
all  “ good soldiers ” ) but not be willing to use it because to do s o would be 
too threatening to them. Not possessing the mindset, behavior, or skills of a 
salesperson, they would simply not engage their customers in the new sales -
 oriented conversation that their leaders expected. And, if they did attempt 
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such conversations, their lack of skill might backfi re, creating resentment or 
embarrassment for customers and reducing customer satisfaction.  

     3.   Management p lanned t o c hange t he t ellers ’  co mpensation sys tem t o 
drive the required new behavior. A signifi cant portion of their compen-
sation was to be based on hitting sales targets. We suggested that install-
ing this new compensation system at startup, before the tellers had time 
to develop new behaviors and skills, would alienate the tellers and that 
their emotional resentment would further amplify the weakness in their 
sales skills. We also suggested that the new compensation system would 
increase the confl ict between the tellers and their angry branch manag-
ers because the branch managers would pressure or punish the tellers for 
not hitting their  “ sales ”  numbers. 

 Th e unfortunate conclusion to this story was that the leaders rejected our 
concerns and proceeded with t heir original p lan. Given t heir minds et and 
lack of desire to address any potential problems, they simply did no t want 
to he ar w hat w e had t o s ay a bout t he need t o a ttend t o c ulture, b ehavior, 
and mindset as a pa rt of their overall change strategy. Th e outcome of their 
change was as w e predicted. O ver the next eig hteen months, the bank lost 
both market share and many of its top employees, including both tellers and 
branch managers.     

emotional in telligence, p ersonal mast ery, a nd le arning ha ve b ecome t opics o f 
 interest over the past twenty years. In the twenty - fi rst century, however, these must 
become more than simply points of interest, experiments, or topics of casual con-
versation; leaders and consultants must seriously engage in them to produce tan-
gible tra nsformation.  In to day ’ s bu siness e nvironment, sig nifi cant transformation 
cannot happen without the simultaneous transformation of a critical mass of leaders ’  
and employees ’  mindsets and behavior and the organization ’ s culture . 

 Th is concept o f a ttending overtly t o minds et, b ehavior, and c ulture as pa rt 
of transformation is no t yet widely embraced, nor addressed by change manage-
ment. However, change   leadership attends to required personal and cultural change 
as integral aspects of an organization ’ s transformation. Change leadership includes 
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change  management approaches — communication, training, and implementa-
tion  planning — and goes beyond to embrace more completely the human dynam-
ics (minds et, b ehavior, a nd c ulture) a nd t he co mplex p rocess d ynamics t hat w e 
will dis cuss in S ection Th ree. Change le adership transcends, yet inc ludes change 
management.     

  SUMMARY 

 Th e s cope o f r equired c hange in o ur o rganizations has incr eased dra mati-
cally over the past forty years, moving from the external domains to the internal, 
from the organization and technical to the human and cultural, from content to the 
deeper dimensions of people. Prior to the 1990s, le aders could limit the scope of 
their change eĀ orts to business strategy and the redesign of their organizations and 
be successful. But that ’ s no longer the case — not today and not tomorrow. 

 As the demands of the environment and marketplace have increased, content 
changes have become more complex and so have the change processes to imple-
ment them. Successful implementation now requires attention to all seven drivers 
of change, including culture, behavior, and mindset. Reliance on change manage-
ment for adequate attention to people and project management to design complex 
change processes is not suffi  cient in today ’ s world of transformation. 

 Th e next evolution of change is already here, requiring us to move beyond change 
management into the new world of change leadership, which attends to all seven drivers 
of change. Change management primarily focuses on employee behavior, but change 
leadership, in its pursuit of breakthrough business results (content), addresses the inner 
dynamics of organizational culture and individual mindset as well. Change leaders also 
possess advanced change process design skills t o fully integrate this deeper attention 
to human dynamics into their content implementations. Change leaders develop these 
advanced people and process skills in the context of a more complete understanding of 
transformation and its unique dynamics and requirements, which we will take up in the 
next chapter as we outline the three types of change.  

  ENDNOTE  

 1. Holman, P., Devane, T., and Cady, S.  Ā e Change Handbook: Ā e Defi nitive Resource on Today ’ s 
Best M ethods for  E ngaging Whol e S ystems  (2 nd  Edition). San Francisco, CA: Berrett - Koehler 
Publishers, Inc., 2007.                       
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C H A P T E R

3
                  Three Types of 

Organizational Change          

I don’t want to use t he word reorganization. Reorganization to me is s huĀ  ing 
boxes, moving boxes around. Transformation means that you’re really fundamen-
tally changing the way the organization thinks, the way it responds, the way it 
leads. It’s a lot more than just playing with boxes.

— Lou Gerstner

The Inuit people are widely believed to have twenty diĀ erent words to describe 
 “ snow, ”  all r eferring to the same cold, white stuĀ . When you are as fa miliar 

with something as the Inuit people are with the diĀ erent types of snow, you recog-
nize subtle diĀ erences and distinctions that the rest of us do not see. Th es e distinc-
tions enable the Inuit people to deal appropriately with the challenges of massive 
amounts of snow. Th ey have c lothes and snowshoes designed f or wet snow and 
clothes and snowshoes designed f or dry snow. So it is wi th change; leaders must 
know the type of change they face before they can know how to eĀ ectively lead it. 

 Before the 1980s, t he term  “ change ”  described everything that needed t o be 
diĀ erent in organizations. However, as change proliferated, and we had more expe-
rience with it in our consulting, we began to notice diĀ erences in the changes our 
clients faced. Linda Ackerman Anderson (1986), in a n article in the  Organization 
Development Practitioner , defi ned the three most prevalent types of change occurring 
in organizations as  developmental change, transitional change , and   transformational 
change . As we described in the previous chapter, it had become painfully apparent 
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that consultants and executives alike needed t o understand and diĀ erentiate the 
types of change they were attempting to manage in t heir organizations. One size 
did not fi t all. As with snow, knowing the type of change you are dealing with is 
paramount to building an eĀ ective strategy to deal with it, as each type of change 
requires a diĀ erent approach. 

 In this chapter, we describe in det ail the three types of change occurring in 
organizations, dis cussing similarities and diĀ erences, es pecially as t hey relate t o 
the cr itical focus areas of content, p eople, and process. Additionally, we inc lude 
some of the implications that each type of change has for change leadership and for 
change strategy. Figure  3.1  graphically shows the three types of change. Table  3.1  
compares them across a range of relevant factors.      

  DEVELOPMENTAL CHANGE 

 Developmental change represents the  improvement  of an existing skill, method, 
performance st andard, o r co ndition t hat f or s ome r eason do es no t me asure u p t o 
current or f uture needs. M etaphorically, de velopmental c hanges are improvements 
 “ within the box ”  of what is already known or practiced. Such improvements are oft en 
logical adjustments to current operations. Th ey are motivated by the goal to do  “ better 
than ”  or do  “ more of  ”  what is currently done. Th e key focus is to strengthen or correct 
what already exists in the organization, thus ensuring improved performance, conti-
nuity, and greater satisfaction. Th e process of development keeps people motivated, 
growing, and stretching through the challenge of attaining new performance levels. 

 Developmental change is t he simplest of the three types of change. Th e new 
state  content  is a prescribed enhancement of the old state, rather than a radical or 
experimental s olution requiring profound change. Th e impact on  people  is rela-
tively mild, usually calling for developing new knowledge or skills. From a  process  
perspective, traditional project management approaches suffi  ce, as t he signifi cant 
work fl ow variables can be known in advance and managed against time and budget, 
and there is little need for a more strategic guidance system to the change process.  

 Developmental change applies to individuals, groups, or the whole organiza-
tion and is the primary type of change inherent in all of the following improvement 
processes: 

  Training (both technical and personal), such as communications, interpersonal 
relations, and supervisory skills  

◗
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 Figure 3.1. Three Types of Organization Change 

Improvement of what is;
new state is a prescribed
enhancement of the old state.

Success Plateau

Growth

Birth

Chaos

Death or
Mindset Shifts

Wake-up
Calls

Old
State

Transition
State

New
State

Developmental Change

Transitional Change

Transformational Change

RE-EMERGENCE

Design and implementation of a 
desired new state that solves an 
old state problem; requires 
management of the transition 
process to dismantle the old state 
while putting in place the new 
state; managed timetable.

Market requirements force 
fundamental changes in strategy, 
operations, and worldview:
(1) New state is unknown—it 
emerges from visioning, trial and 
error discovery, and learnings.
(2) New state requires fundamen-
tal shift in mindset, organizing 
principles, behavior, and/or 
culture, as well as organizational 
changes, all designed to support 
new business directions. Critical 
mass of organization must operate 
from new mindset and behavior 
for transformation to succeed and 
new business model or direction 
to be sustained.
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  Some applications of process or quality improvement  
  Some interventions for increasing cycle time  
  Team building  
  Problem solving  
  Improving communication  
  Confl ict resolution  
  Increasing sales or production  
  Meeting management  
  Role negotiation  
  Survey feedback eĀ orts  
  Job enrichment  
  Expanding existing market outreach    

 Developmental change is usuall y a r esponse to relatively small shift s in t he 
environment or marketplace requirements for success — or simply the result of a 
continuous need to improve current operations, as in co ntinual process improve-
ment. Th e degree of pain triggering developmental change is usually low, at least in 
comparison to the other types of change. Th is does not mean that developmental 
change is no t important or challenging; i t is. H owever, the r isks associated with 
developmental change, and the number of unpredictable and volatile variables tied 
to it, are considerably fewer than with the other two types of change. 

 In developmental change, the gap between what the environment or market-
place calls f or and w hat c urrently exists is co mparatively low. C onsequently, the 
degree of threat to the organization is also low. Th is makes creating and commu-
nicating a c lear case for developmental change a far simpler matter than with the 
other two types of change. 

 Leaders can best initiate developmental change by sharing information about 
why the performance bar has to be raised and by setting stretch goals. When leaders 
challenge people to excel and provide them the resources and support to do so, this 
usually produces the necessary motivation for successful developmental change. 

 Th ere are two primary assumptions in developmental change. First, people are 
capable of improving, and second, they will im prove if p rovided the appropriate 
reasons, resources, motivation, and training. 

 Th e most commonly used developmental change strategy is training — in new 
skills, b etter communication, or ne w t echniques or processes for accomplishing 
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the hig her g oals. L eaders ca n us e a n ass essment a nd p roblem - solving approach 
to iden tify, r emove, o r r esolve w hat has b locked b etter p erformance. Th ey  can 
also use the existing goal - setting and reward systems to improve motivation and 
behavior. Making minor process improvements, where existing processes are sim-
ply made more effi  cient, is also a common developmental change strategy. Do not 
be fooled — radical process improvement can be very transformational, as we will 
discover shortly.  

  TRANSITIONAL CHANGE 

 As shown in Figure  3.1 , transitional change is more complex. It is the required 
response to more signifi cant shift s in environmental forces or marketplace require-
ments for success. Rather than simply improve  what is , transitional change  replaces 
what is with something entirely diff erent . 

 Transitional change begins when leaders recognize that a p roblem exists o r 
that an opportunity is not being pursued — and that something in the existing oper-
ation needs to change or be created to better serve current and/or future demands. 
Aft er executives, change leaders, or employee teams have assessed the needs a nd 
opportunities at hand, they design a more desirable future state to satisfy their dis-
tinct requirements. As can be seen from Figure  3.1 , to achieve this new state, the 
organization must dismantle and emotionally let go of the old way of operating and 
move through a transition while the new state is being put into place. 

   Examples of Trans ition al Change 

  Reorganizations  
  Simple mergers or consolidations  
  Divestitures  
  Installation and integration of computers or new technology that do not require 
major changes in culture, behavior or mindset  
  Creation of new products, services, systems, processes, policies, or procedures 
that replace old ones    

 Beckhard and Harris (1987) fi rst named and defi ned transitional change in 
their Th ree States of Change Model, which diĀ erentiated  “ old state, ”     “ new state, ”  and 
 “ transition state. ”  Th ey articulated that transitional change requires the  dismantling 
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of t he o ld st ate  content  and t he creation of a c learly designed ne w st ate, usually 
achieved over a s et period of time, called t he transition state. Th e transition state 
is unique and distinc t f rom how t he o ld s tate us ed to f unction or how t he ne w 
state will function once in place. Beckhard and Harris were the fi rst to suggest that 
changes of this nature could be and needed to be  managed . Th ese two pioneers in 
the fi eld of change management provided some critical strategies that continue to 
be useful today for transitional change. 

 Th e  process  of transitional change can be managed against a tight budget and 
timeline. Transitional changes usually have a specifi c start date and end date, as well 
as a known concrete outcome designed according to a set of preconceived design 
requirements. T raditional a pproaches t o p roject ma nagement a re usuall y q uite 
eĀ ective for overseeing transitional change, especially when the people impacted 
by the change are fully aware of what is going on and are committed to making it 
happen. Because the future state (content) can be defi ned in det ail before imple-
mentation, the change process can be well articulated and usually does not trigger 
signifi cant people issues. P roject - management approaches work best when there 
are few people issues b ecause signifi cant human variables usually make a p roject 
less  “ manageable. ”  Transitional change processes are fairly predictable and  “ linear, ”  
with minimal need for course corrections due to either emergent process dynam-
ics or signifi cant human dynamics. So, like in developmental change, there is little 
need for a more strategic guidance system to navigate the change process. 

  People dynamics  in transitional change eĀ orts are more complex than in devel-
opmental change. Along with needing to gain ne w knowledge and de velop ne w 
skills, people oft en must change or develop new behaviors as well. Th is, along with 
the fact that they must operate in a new state, which is, by defi nition, less familiar 
than an improvement of the old state, makes transitional changes more of a chal-
lenge for people. However, there is not a need for deep personal change (mindset) 
in either developmental or transitional change. 

 It must be noted that William Bridges ’  well known and very eĀ ective work on 
transitions (1980, 1991, 2004) is diĀ  erent f rom the transitional change to which 
we refer. Bridges ’  work focuses on understanding how people go through change 
psychologically and emotionally and on how to help people get through their per-
sonal process in eĀ ective and caring ways (in o ther words, make t he emotional 
“transition”). Bridges ’  work is essential to appreciate and apply in all types of change 
in organizations, inc luding transitional change f rom an o ld st ate to a ne w st ate. 
All organizational change, regardless of the type, impacts people. Th e variable that 
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aĀ ects what change strategies are necessary is the degree and depth of the impact. 
We will discuss this in detail in Chapter Six. 

 Building a tra nsitional change strategy and well - planned change  process assists 
with the human requirements because people can then see very overtly the scope of 
activity that will be occurring. If leaders experience diffi  cult human and cultural impacts 
in transitional change, it is usually the result of one of the  following human dynamics: 

  People possessing inadequate skills for functioning in the new state  
  People being  “ left  in t he da rk ”  a nd f eeling uncer tain a bout w hat is co ming 
next  
  People ’ s lac k o f under standing o f t he cas e f or c hange o r t he b enefi ts o f t he 
new state  
  People ’ s reluctance to stop doing what they have always done in the past  
  Homeostasis or iner tia — people ’ s natural resistance to le arning ne w skills o r 
behaviors  
  People ’ s emotional pain or grief at the loss of the past  
  Poor planning and implementation of the change, which creates confusion and 
resentment  
  Unclear expectations about what will be required to succeed in the new state  
  Fear about not being successful or capable in the new state  
  Inadequate support to succeed in the new state    

 Good c hange ma nagement p ractices ca n hel p alle viate ma ny o f t hese p eo-
ple issues. In fact, change management is a v ery eĀ ective support for transitional 
change. Th e most signifi cant problems occur when executives view their organi-
zation ’ s transitional changes as p urely technical or structural and do no t provide 
adequate change management support, especially when people are stressed with 
heavy w orkloads. N eglecting s takeholder im pacts, o r inadeq uately p lanning o r 
communicating the change process, produces greater human trauma than this type 
of change necessarily dictates. 

  Strategies for Managing Transitional Change 

 With the right transitional change strategies, the critical impacts of the change —
 organizational and human — can be dealt with eĀ ectively. Such strategies include a  
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well - communicated case for change, a clear change plan, high employee involvement 
in designing and implementing that plan, local control of implementation, eĀ ective 
workload and capacity management, a s ound training plan, and adequate support 
and integration time to ensure that employees succeed in the new state. 

 A critical aspect of both a transitional and transformational change strategy is to 
clarify the key diĀ erences between the old state and the desired state and determine 
the implications of those gaps. We call this process  impact analysis . An impact anal-
ysis assesses both organizational and human impacts and provides essential infor-
mation for building a g ood change plan and reducing human trauma. Th e impact 
analysis reveals: (1) what aspects of the old state serve the new state and can be car-
ried forward; (2) what aspects will need t o be dismantled or dropped; and (3) what 
will need to be created from scratch to fi ll the needs of the new state. Conducting an 
impact analysis during the early stages of the transition state will indicate how much 
change is ac tually required and determine how long the transition will lik ely take. 
From this knowledge, leaders can develop a logical p lan of action and appropriate 
timetable to guide t he implementation of the new state, handling both the content 
and people impacts. 

 Complex transitional changes are best run through two parallel and separate 
governance structures — one that keeps the operation running eĀ ectively and one 
that oversees the change, including the design of the new state, the impact analysis, 
and the implementation planning. Roles in an eĀ ective change governance struc-
ture are an executive - level change leadership team, a sponsor and change process 
leader (who is r esponsible for the overall change strategy), and a c hange project 
team to execute the change plan. Using such a parallel change structure enables the 
change to occur with minimal disruption to operations, clear decision making, and 
the best use of resources. For more about change governance structures, refer to the 
companion book,  Th e Change Leaders Roadmap , and the online methodology at 
 www.changeleadersroadmap.com .   

  TRANSFORMATIONAL CHANGE 

 Transformational change (shown earlier in Figure  3.1  and outlined in Table  3.1 ) 
is the least understood and most complex type of change facing organizations today. 
When led well, it can lead to extraordinary breakthrough results. When led poorly, 
it can lead to breakdown throughout the organization. Transformation is one of the 
most challenging yet potentially rewarding undertakings for leaders. 
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 Simply said,  Transformation is a radical shift  of strategy, structure, systems, pro-
cesses, or technology, so signifi cant that it requires a shift  of culture, behavior, and mind-
set to implement successfully and sustain over time . Th e new state that results from 
the transformation, from a  content  perspective, is largely uncertain at the beginning 
of the change process. Both this outcome of change and the process to get there are 
oft en emergent; you discover things along the way that you could never have known 
without fi rst initiating the journey. Clarity emerges as a product of the change eĀ ort 
itself. Th is makes the  change  process  very nonlinear, with numerous needs for course 
corrections and adjustments. While inc luding a radical c hange in co ntent, trans-
formation also requires a shift  in h uman awareness, mindset, and culture ( people ) 
that signifi cantly alters the way the organization and its people see the marketplace, 
their customers, their work, and themselves. Transformation signifi cantly impacts 
all areas of content, p eople, and t he change process.   You can determine w hether 
your change is transformational by answering these three basic questions: 

     1.   Does the change require your organization ’ s strategy, structure, systems, oper-
ations, products, services, or technology to change radically to meet the needs 
of customers and the marketplace?  

     2.   Does your organization need to begin its change process before the destina-
tion is fully known and defi ned?  

     3.   Is the scope of the change so signifi cant that it requires the organization ’ s cul-
ture and people ’ s behaviors and mindsets to shift  fundamentally in o rder to 
implement the changes successfully and succeed in the new state?    

 If the answer is  “ yes ”  to any two of these questions, then you are likely under-
going transformation. If the answer is  “ yes ”  to all three, then you are defi nitely fac-
ing transformation. 

 As we saw in the Drivers of Change Model, organization change stems from 
changes in the environment or marketplace, coupled with the organization ’ s inabil-
ity to perform adequately using its existing strategy, organizational design, culture, 
behavior, and mindset. Th e pain of the mismatch between the organization (includ-
ing its human capability) and the needs of its environment creates a wake - up call 
for the organization. Ultimately, if we do not hear or heed the wake - up call, and our 
organization does not change to meet the new demands, it will struggle. To thrive, 
we must hear the wake - up call, understand its implications, and initiate a transfor-
mation process that attends to all the drivers required by the change. 
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 In developmental change, simply improving current operations is adeq uate. 
In tra nsitional c hange, r eplacing c urrent o perations wi th ne w, c learly defi ned 
practices suffi  ces. But in transformational change, the environmental and market-
place changes are so signifi cant that a profound breakthrough in our worldview is 
required, oft en to even  discover  the new state with which we must replace current 
operations. If we make that discovery early, the pain of the required transformation 
is far less than if we discover it late. We may discover in our forties that we need to 
quit smoking or make a radical lifestyle change to remain healthy. If we neglect the 
wake - up calls, when we are seventy, they will be louder and more critical. Th e same 
is true in organization transformation. 

 In developmental and transitional change, we can manage the change process 
with some semblance of order and control. We know where we are going and can 
plan with great certainty how to get there. In transformation, the change process 
has a life of its own and, at best, we can infl uence and facilitate it. If we attempt to 
control it, we stifl e creativity, learning, and progress. Th e  “ order ”  of the future state 
emerges out of the  “ chaos ”  of the transformational eĀ ort itself. Transformation, in 
fact, is t he emergence of a ne w order out of existing chaos. Chaos, as us ed here, 
refers to the increasingly unstable dynamics of our organization as its current form 
becomes obsolete and is no longer as functional as it once was. Th e resulting new 
state content is the product of both this chaos and the discovery process that ensues, 
where a critical mass of stakeholders commit to co - create a better future. 

  The Transformation Process 

 Th e story of the phoenix rising from the ashes is a great metaphor for the trans-
formation process. At the risk of oversimplifi cation, the generic transformational 
process begins with ever - increasing disruption to the system, moves to the point 
of death of the old way of being, and then, as wi th the phoenix, proceeds toward 
an inspired rebirth (refer to Figure  3.1 ). Applied to the organization, the generic 
process goes something like this: An organization is initially born out of a new idea 
that serves the needs of its environment and marketplace. In serving these needs, it 
grows and matures until it reaches a level of success. Th e organization works hard 
to maintain its success and, over time, functions on a plateau of sustained perfor-
mance. Keeping the status quo becomes a habit, if not a goal in this phase. Th is is 
the period in w hich vibrant, entrepreneurial, and innovative organizations oft en 
turn bureaucratic and staid as they try to hold on to their current success. 
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 In the 1980s, Apple Computer was a gr eat example of this. Once successf ul, 
Apple ’ s creative, entrepreneurial, fl y - by - the - seat - of - your - pants culture gave way to 
bureaucratic controls leaders thought were necessary to run the organization more 
eĀ ectively and maintain its market position. As necessary as this was, it squelched 
people ’ s cr eativity, inno vation suĀ ered, a nd Apple ’ s st ock p rice p lummeted. B ut 
there is more to the Apple story, as you surely know. Apple rose from the ashes to 
claim a market leadership position over the past fi ve years by revitalizing its cutting 
edge spirit of product development innovation. It re - embraced its original mindset 
and culture as well as established more eĀ ective systems and processes. Its story has 
been truly transformational. 

 Over time, most organizations on the success plateau begin to experience diffi  -
culties in any number of areas: hovering stock price, stagnation in product develop-
ment, equipment failure and obsolescence, productivity drops, loss of control over 
costs and information, dips in em ployee morale, threats from competition, inad-
equate resources and skills, los s of market share, or relentless customer demands 
for innovation. Th es e diffi  culties are all exa mples of t he wake - up calls signalin g 
the need for change that we mentioned in the previous chapter. Too oft en, leaders ’  
attachment to the old ways that brought them success, co upled with their fear of 
the unknown, causes them to deny, explain away, or overlook these wake - up calls. 
Or, the organization ’ s systems and culture are simply so entrenched that they are 
reluctant to attempt the radical transformation required. Consequently, the wake -
 calls get louder, more painful, and more costly. 

 As these diffi  culties increase, t he organization moves into a p eriod of str uggle 
between internally and externally driven chaos. Finally, leaders wake up and attempt 
various  “ fi x - it ”  initiatives to maintain some semblance of order and control. Some 
leaders respond by trying harder at what brought them initial success, but this only 
perpetuates the pain and further deepens the hole they are in because these strate-
gies no longer suffi  ce. Other leaders approach the problems from a developmental 
perspective, throwing training at the organization or trying to squeeze more perfor-
mance out of their existing operations. Or they apply a Band - Aid  ®   such as cost - cutting 
eĀ orts with no tie t o any real strategic intent. With insuffi  cient responses to the 
wake - up calls, the disturbance level increases, and the organization ’ s  performance 
drops until fi nally something snaps. Th e organization is either forced out of business 
or it hears the essential wake - up call to shift  its worldview (for example, Apple). 

 Th e tr ue tra nsformational mo ment o ccurs w hen t he o rganization ’ s le aders 
fi nally hear the wake - up calls, ca talyzing a b reakthrough in t heir awareness and 
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beliefs. Th is  “ aha mo ment ”  w here t hey s ee a nd under stand w hat is r equired t o 
move forward, denotes the initial and required shift  in the leaders ’  mindsets. Th is 
shift  s ets the internal conditions in motion for the leaders to see new options for 
responding to their external circumstances. Th ey begin to formulate new  intentions 
about what is possible and necessary for the organization and its people to thrive. 
And they begin to see the transformational actions required to turn these inten-
tions into real results. 

 Wake - up calls can oft en best be heard not in t he executive suite, but on the 
shop fl oor. Intel is a great example of this. Th eir exit from their core memory busi-
ness to microprocessors began when people on the factory fl oor began reprioritiz-
ing what they were building based on customer demands and ROI. Th is occurred 
long b efore t he ex ecutives r ealized t hat t heir co re memo ry b usiness was d ying. 
Intel ’ s customers were pronouncing a wake - up call, but the executives were too far 
away from the initially not - so - loud voice. Th ose lower in the organization heard it, 
responded, and ultimately the executives shift ed their mindsets and started making 
heavy investments in what would become Intel ’ s breakthrough business for decades 
to come. Keep in mind that Intel ’ s  “ can - do, get it done ”  culture enabled this. A more 
staid command - and - control culture would have stifl ed the employee initiative. 

 Ultimately, a breakthrough in leader mindset and awareness is a key catalyst to 
possible breakthrough results because the leaders control where the company invests 
its resources. Th is breakthrough in leader mindset is the source of the emergence of 
the phoenix in organizations that are struggling. Even if the insight starts on the shop 
fl oor, it oft en has to penetrate the executive suite to get traction. When it does, the 
transforming organization rises out of the ashes of its old beliefs, behavior, and form 
to take on a new direction that, in its new world, raises its performance capability to 
a much greater level of eĀ ectiveness. Armed with new insight,  leaders begin to see 
the possibility of an entirely new direction that better serves their  marketplace. All 
eĀ orts to design a new state are driven by this shift  in mindset. 

 But what happens when leaders do no t hear the wake - up call a nd make the 
required shift s in their own mindsets? Th e only choice then is to get new leaders. 
Problems can arise, though, if the new leaders arrive with new ideas about business 
strategy or how to make operations more effi  cient but not new mindsets that drive 
real breakthrough. In these cases, improvements happen, but they are not substan-
tial. However, s ometimes a co mpany is f ortunate, as A pple was w hen t he b oard 
re - instated Steve Jobs in 1997 as CEO. Because he rekindled the creativity, innova-
tive, and entrepreneurial mindset that made Apple successful from the  beginning, 
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real tra nsformation o ccurred. I n a p eriod o f j ust a co uple y ears, t he co mpany ’ s 
expansion b eyond co mputers in to m usic, en tertainment, a nd co mmunications 
(iPod, iPhone, iTunes, AppleTV) were all products of the company ’ s transformed 
collective mindset and culture, initially sourced and enabled by Jobs. 

 When the wake - up call is heard and mindsets begin to shift , both leaders and 
the rest of the organization  1   come to recognize that their world is not as it once was 
and that now they must be and do s omething radically diĀ erent, no ma tter how 
successful they have been. Th e leaders ’  shift  in mindset enables them to transform 

 MINDSET SHIFTS CATALYZE TRANSFORMATION    

 Examples of how shifts in mindset drive transformation can be seen in the 
following: 

     1.   A mindset shift is causing transformation in many companies who are 
 “ going green, ”  either by applying their core competencies to solving 
environmental problems or by making their operations more ecologically 
sustainable (for example, reducing their carbon footprint).  

     2.   The political view that banks should not become  “ too large to fail ”  is a 
fundamental mindset shift from the old view that regulating growth is 
bad for business.  

     3.   The mindset shift to build smaller, energy - effi cient homes is very different 
from the worldview at the turn of the century when owning a large home 
announced that you were successful.  

     4.   An emerging mindset shift in America is that health care is a birthright 
and that all citizens should have insurance coverage.  

     5.   A mindset shift in American auto manufacturers is redirecting their 
operations to build smaller, better quality, and more fuel - effi cient vehicles.    

 Fairly loud wake-up calls are announcing the need for a shift in world-
view in each of these examples. But transformation will not occur in companies 
in the related industries until the wake-up calls are heard and mindsets shift 
accordingly. When this occurs, radical change will ensue. Not only will busi-
ness practices change but so will people’s ways of working and relating to one 
another and their customers. The shifts will happen in “all quadrants and all 
levels” if they are to take hold and deliver sustainable transformation.  
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how they think, behave, and lead. Not only do t hey realize that they must create 
something entirely new in t he organization, but they begin to see that they must 
approach the transformation in a completely new way. Th ey also begin to acknowl-
edge what is r equired of them personally to shepherd the process of moving for-
ward. In short, they realize that their old ways won ’ t work for their new challenge, 
and fundamentally  they must change personally .    

  Transformation Requires Learning and Correcting Course 

 Th e jo urney o f tra nsformation is a nything b ut a s traight line . Th e process 
requires signifi cant turns in t he road b ecause of t he simple fac t t hat i t is f ull o f 
uncertainty. Th is is f or t hree reasons. Fir st, b ecause t he f uture s tate (content) is 
being dis covered w hile t he o rganization is under going c hange, t he tra nsforma-
tion process is li terally the pursuit of an emerging target. As the target shift s, so 
must the process required to get there. Second, proceeding without a defi nitive and 
well - defi ned destination requires heading into the unknown, which makes most 
people uncomfortable. As resistance goes up, commitment and performance levels 
become uncertain, and the need to deal with emergent human dynamics becomes 
critical. No matter how much you plan, unpredictable human reactions will occur 
and require adjustments to your change plan. Th ird, because of all this, there is no 
way of knowing in advance the pace or actual scope of work that will be required, 
which will undoubtedly grow as you proceed. 

 Figure  3.2  graphically portrays the journey of transformation. Th e vision of 
the transformation, which provides the general compass heading, determines the 
gap t hat must b e c losed b etween t he organization ’ s c urrent st ate and i ts desired 
future. Notice how the classic change or transition plan is drawn as a straight line, 
as if it can be rolled out without deviation (as in a traditional project management 
plan). Of course, this is oft en true in developmental and transitional changes, but 
the transformational change process (the actual journey) represents a vastly diĀ er-
ent path, making innumerable turns as the transformation unfolds. 

 How do you manage such an unpredictable and emergent process? Well, you 
don ’ t in t he traditional sense of the word! At best you facili tate i t. First, give up 
any expectation of actually controlling the change process. Second, actively pur-
sue information and feedback that help you discover how you need t o alter your 
desired o utcome o r co urse o f ac tion. And t hird, o ptimize y our a bility t o le arn 
from the feedback you gather and turn that learning into appropriate, rapid course 
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 corrections. Learning and course correcting are so essential for transformational 
success that from a process perspective, they could be its motto. 

 Most of us tend to see deviation from our change plan as a tremendous prob-
lem. In transformation, de viation is ne ver the problem. Th e issue is al ways how 
quickly we can spot a need t o course - correct, then learn from the situation, and 
expediently c hange course. Th e b etter and fast er our organization is a t le arning 
and course correcting — as individuals, teams, and a whole system — the smaller the 
adjustments need to be. Th is requires building specifi c skills and practices. 

 Developing comfort and expertise at learning and course correcting requires a sig-
nifi cant change of mindset for most leaders and employees, which must be  supported 

 Figure 3.2. The Journey of Transformation 
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by appropriate shift s in c ultural norms. In many organizations, the  messengers of 
needed course corrections get shut down.  “ Kill the messenger of bad news ”  is an all 
too common norm, which stands directly in the way of succeeding in transformation. 
To increase your organization ’ s transformational change  capability, you must build a 
culture where people are not blamed for making or surfacing  “ mistakes ”  but are held 
accountable for learning from them and fi xing them. Th is cultural shift  is oft en best 
done as part of the actual content transformation you are undergoing. 

 Learning and course correcting also requires putting in place the systems and 
processes that enable it. Th is requires either establishing new systems or modifying 
existing ones. Many typical operational systems exist in o rganizations t hat limit 
the a bility t o le arn a nd course - correct rapidly during c hange. Exa mples inc lude 
the following: (1) too many layers of approval required in the chain of command; 
(2) r eactive in stead o f p roactive mo nitoring syst ems, o r mo nitoring t he wr ong 
data; (3) barriers to sharing information across functional, process, or geographic 
boundaries; (4) too little access by change leaders to executives aft er the project has 
been launched; (5) no f ormal process for  “ stopping the train ”  and quickly calling 
decision makers together to evaluate emerging data that suggests a course change; 
and (6) tying compensation or recognition to change projects getting implemented 
by a certain date rather than to the outcomes they produce. Building an organiza-
tional competency in learning and course correcting will require you to thoroughly 
audit and change some of your existing practices and norms. Again, this is o ft en 
best accomplished as part of the current transformation.    

 Project management methodologies are very useful in transformation to man-
age the details of the change process but only as a “rolling plan” with a 90–150 day 
window, the willingness to alter the plan as needed, and when used in conjunction 
with a more strategic change process guidance system. We explain how Th e  Change 
Leader’s Roadmap provides this strategic guidance to the change process in Section 
Th ree, with greater detail provided in the book of the same title. Because of the cer-
tainty that course corrections will be required and the signifi cant human dynamics 
at play in tra nsformation, a c hange process methodology that accounts for these 
challenges is of utmost importance. 

  Human Dynamics in Transformation 

 A k ey diĀ erentiator b etween tra nsitional a nd tra nsformational c hange is 
the degree of impact on people and the required attention to human and cultural 
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dynamics. In transformational change, human and cultural issues are key drivers. 
In transitional change, they are oft en present but are not dominant. For instance, 
in technology installations that are transitional in nature, such as simple soft ware 
upgrades, t he o nly b ehavioral c hanges r equired a re le arning t he ne w syst em o r 
minor modifi cations in w ork fl ow. Th e new technology does not change people ’ s 
roles, responsibilities, or decision - making authority. It merely improves how they 
do their current jobs, wi thout altering them in ma jor ways. Th erefore, the emo-
tional tra nsition t hat p eople m ust g o t hrough is no t extr eme, lik e i t o ft en is in 
transformational change. In technology changes that are transformational, such as 
in signifi cant inf ormation t echnology in stallations, t he ne w t echnology requires 
people ’ s behavior, jobs, a nd perspectives on their roles and customers to change, 
making the human impact and the change strategy required to deal with it much 
more complex. Recall t he bank Case - In - Point at the end o f the previous chapter. 
Th e executives conceived that intervention as a tra nsitional change because they 
could not see its human impacts, and this, of course, is what caused its failure. 

 Dealing wi th t he c haos a nd  “ emergent na ture ”  o f tra nsformation cr eates 
some in teresting a nd c hallenging h uman d ynamics. B ecause t he p rocess o f 
 fi guring out and creating the new state is no t highly controllable, organization 
members must be able to operate eĀ ectively within a heightened state of uncer-
tainty and  confusion. Th is presents the ultimate challenge: How can your people 
 function eĀ ectively w hen t hey f eel o ut o f co ntrol a nd co nfused? C an t hey —
  executives, mid - managers, supervisors, and front - line employees alike — unite 
across  boundaries a nd diĀ erences a nd st ay co nnected as a co hesive  “ team ”  t o 
meet this challenge? Or will the uncertainty exacerbate their self - doubt, distrust, 
turf wars, and confl ict? 

 We tend to be most confi dent when we know the direction of the change and 
the path forward is clear. Th e more ambiguous the circumstances, the more fear-
ful we become. Failure in transformation oft en results from our personal insecuri-
ties and work relationships weakened by the stress of marching into the unknown. 
When there is no defi nite answer about how to get where the organization needs to 
go, fear and blame can run rampant. 

 Change leaders cannot stamp out or negate these predictable human reactions 
to the unknown, nor can they manage around or through them. Th ey can — and 
must — create processes to support people to deal eĀ ectively with the unknown and, 
by doing so, assist these people to evolve as the organization determines its future. 
For t his r eason, o rganizational tra nsformation stra tegies m ust inc lude p ersonal 
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transformation strategies. Th e organization and t he p eople in i t must transform 
together. 

 And that includes leaders. Th ey  are oft en going through the same emotional 
turmoil that other stakeholders are experiencing. But leaders carry the added bur-
den of needing to eĀ ectively manage themselves as they lead others. Th ey have to 
be able to process their own fears and concerns to fi nd a level of internal centered-
ness, confi dence, and calm s o they can eĀ ectively lead. Th is challenge cannot be 
taken lightly, and addressing it is a vi tal aspect of any comprehensive transforma-
tional change strategy. 

 Leaders must attend to p eople as m uch as t hey attend to content and pro-
cess. Attending t o human d ynamics inc ludes addr essing minds et, b ehavior, a nd 
skills, and t he ways of b eing, working, and relating b etween individuals, among 
teams, and within the entire culture. Th is attention is more than the typical change 
management a pproaches o f incr easing co mmunications, tra ining, a nd st ake-
holder en gagement t o o vercome r esistance. I nstead, c hange le adership r equires 
assisting people to evolve how they think, feel, and collectively work so they can 
co - create their positive future. We will discuss this in detail in Section Two: Human 
Dynamics. 

 Formulating the strategies and methods to transform mindset and culture are 
critical aspects of change leadership. Numerous high - leverage people strategies must 
be incorporated into the overall change strategy, oft en including the following: 

  High stakeholder engagement, especially early in the change process   
 Leadership development, self - development, and personal growth training  
  Listening sessions that model openness and authenticity  
  Healing the past  
  Communication strategies and plans that promote two-way dialogue  
  Team development that instills self-refl exive behaviors and open discussions  
  Interpersonal co mmunication skill de velopment, inc luding s elf-disclosure, 
truth-telling, and active listening  
Visioning and understanding the case for change
  Confl ict resolution and cross - functional relationship building  
  Turning r esistance in to co mmitment b y hel ping p eople r esolve co re human 
needs  
  Repairing broken relationships and reestablishing trust    

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗
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 Change management attends to some of these strategies; change leadership 
integrates them all into a comprehensive change strategy and process plan. 

  Maintaining a Sense of Stability in the Chaos 

 Amid the uncertainty in transformation, the organization ’ s  “ spirit ”  — its core pur-
pose or unique reason for being — usually remains the same. Th e basic way the organi-
zation provides value to society endures. Its fundamental vision for contributing to its 
customers and marketplace remains intact. In fact, during the height of the chaos of the 
organization ’ s resurrection, the people of the organization must refl ect on these critical 
questions:  “ What is our core purpose? ”     “ What do we stand for?  “ What is our vision for 
serving the new marketplace needs? ”  To provide focus during the chaos, people need to 
remember why the organization is in business and what it stands for — its values. 

 Organizations that lose touch with their core purpose, vision, and values have 
no inspiration to fuel their process of transformation. Without the stability and fi rm 
foundation of knowing  “ who we are, ”  fear and panic can take over, causing leaders to 
 “ throw spaghetti at the wall ”  and try all sorts of new ventures, hoping that something 
will stick. A gr eat example of this occurred in t he 1980s w hen companies pursued 
broad diversifi cation through acquisitions, followed in the 1990s by massive divesti-
tures. Th e dot - com bubble of the early 2000s was fueled in part by this same dynamic. 
When organizations lose touch with themselves and forget what core business they 
are in, they become rudderless ships in the night, diĀ using their energies until they 
fi nally either sink or are taken over by an organization that has greater clarity. 

 Core purpose, along with shared vision and shared values, become the stable 
ground on which the people in t he organization can align a nd move as a uni ted 
whole f rom t he past, t hrough t he uncer tainty, in to i ts t angible f uture. Pur pose, 
vision, a nd val ues guide t he o rganization f orward b efore t angible g oals a nd 
outcomes ca n b e iden tifi ed. Th ey align all pa rts o f t he o rganization a nd en sure 
that e veryone remains emotionally connected and able to operate in t he face o f 
the challenges that could otherwise tear the organization apart. Clarity of who the 
organization is from an inner perspective ultimately generates clarity about who it 
will become from an external perspective. 

 Change le aders ha ve a c lear r esponsibility t o b uild in to t heir c hange stra t-
egies ways t o k eep st akeholders f rom succ umbing t o t he  “ comfort ”  o f o ld s olu-
tions, beliefs, and behaviors, and instead, get reconnected to the organization ’ s core 
 purpose, vision, and values so the organization can test new content options with-
out  getting lost.     
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  Personal Introspection in Transformation 

 Successful transformation requires a deep er dialogue a mong the p eople in t he 
organization than is typ ical. It demands greater introspection into the very fabric of 
who the people of the organization are, what they stand for, and how they contribute to 
the larger environment they serve. Transformation calls for not only a new worldview 
but also a diĀ erent way of being, working, and relating to meet the needs of the future 
state. If an organization neglects this deeper personal and cultural work in t he early 
stages of its transformation, then chaos can consume the organization, and the phoenix 

 CASE - IN - POINT    

 Detroit Edison (DTE Energy) experienced signifi cant spiritual renewal when it 
reconnected to its core purpose, vision, and values early in its transformation. 
Not knowing the exact form that industry deregulation would take, or exactly 
when it would happen, and not knowing what new niche it should pursue 
to be successful in a co mpetitive environment, the electric utility struggled 
mightily to re - create itself for the future. With no clear or  inspiring direction, 
the organization was losing its footing and, in many ways, was adrift . 

 In response, t he CEO, John L obbia, and t hen president and now CEO, 
Tony Earley, together sponsored a tw o - day visioning oĀ site meeting for the 
top 300 leaders in which the emotional uncertainty turned to excitement and 
passionate ac tion. Th e group revisited the company ’ s history and founding 
mission. Th ey r ecalled t heir major success es a nd fa ilures a nd r elived t heir 
vibrant past. T ogether t hey c hallenged, debated, a nd ul timately r e - ignited 
their ninety - year - old purpose in their own collective words. It reads:  “ We ener-
gize the progress of society — we make dreams real — we are always here! ”  

 In a staid electric utility culture, energizing the progress of society and mak-
ing dreams real was quite inspirational. Remembering their vital role in their 
customers ’  li ves b oosted t heir co nfi dence a bout t heir f uture. I t exp ressed 
their rekindled v itality. As one l eader p ut i t,  “ Of co urse w e will succeed a nd 
fi gure out a viable form for our contribution to society; by providing the energy 
to fuel dreams, we play a vital role in our community and the world. ”  During 
chaos and uncertainty, such spiritual renewal is oft en exactly what is needed 
to mobilize unifi ed action, out of which clarity of form can manifest.  
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will never rise. Th is is true for everyone in the organization but especially for those lead-
ing and shaping the initial stages of the transformational process. 

 Clearly, transformation requires signifi cant personal strength on the part of  
leaders to trust the wake - up calls f or change and the personal and collective dis-
covery p rocess r equired f or inventing a ne w wa y o f b eing a nd o perating in t he 
organization. To do t he p ersonal work, le aders must p ossess signifi cant internal 
fortitude. It t akes internal dis cipline t o le ad t he organization into t he unknown 
and still remain confi dent. Leaders can experience profound angst when they hear 
the wake - up calls for radical change and then must confront their long - held beliefs 
about how to succeed. Quite oft en, leaders feel an enormous burden during the 
prolonged uncertainty of the transformational change process. 

 It is not uncommon to hear executives who have stayed in the saddle during 
this turbulent period refl ect on how much soul searching they did during the pro-
cess. Feeling vulnerable, which is not frequently expressed in leadership circles, is 
common. Vulnerability goes hand - in - hand with leaders accepting that they do not 
have all of the answers and cannot control the process or outcome for which they 
feel so responsible. Th ey must, in fact, have a signifi cant degree of faith, trust, and 
commitment to proceed despite their concerns. When executives have climbed to 
the top of their success ladder through knowing what to do when and always being 
in control, facing the uncertainty of transformation is one of the toughest personal 
challenges of their professional lives. Oft en the toughest issue they face is t he fact 
that perhaps their own beliefs, mindsets, or styles are the barriers to their organiza-
tion ’ s success. All of this internal reality has to be addressed openly and directly. 

 Th is is such an important concern that our company, Being First, Inc., includes 
a four - day executive retreat at the beginning of transformational consulting inter-
ventions. In this retreat, we provide new insights and tools for executives to deepen 
their p ersonal p rocess o f s elf  , r elationship, a nd t eam de velopment. Th is work 
expands their awareness and shift s their mindset about human dynamics and what 
is r equired in t he p eople a nd p rocess do mains t o ac hieve b reakthrough r esults. 
It catalyzes the personal changes they must make to lead the transformation suc-
cessfully. It reveals to them what is r equired to transform culture to unleash the 
full human p otential in t heir o rganization. It als o deli vers t he s elf - management 
skills that enable them to remain centered and focused amid any of their own emo-
tional turmoil. Th e retreat provides a foundation for leading breakthrough results. 
It starts the process of leaders attending to all q uadrants and all le vels, including 
and especially, their own mindsets and beliefs. 
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 Figure 3.3.     Relationship of the Types of Change 

Transformational change

Transitional change

Developmental
change

 You might think that executives would resist this type of work, but to the 
contrary, it opens a door they have always wanted to open, but just did not know 
how. And the outcome is oft en life and career shaping. We believe strongly that 
this depth of personal work, which goes far beyond what occurs in change man-
agement, is t he key to achieving breakthrough results f rom transformation. In 
our experience, the quality and quantity of transformational outcomes is in direct 
proportion to the degree to which leaders embrace their own personal introspec-
tion and change. (See premium  content: Leadership Breakthrough: Topic Options 
and Methods www.pfeiĀ er.com/go/anderson.)    

  DETERMINING THE TYPE OF CHANGE TAKING PLACE 

 Every major change eĀ ort can be classifi ed as primarily one of the three types 
of change. You do not choose your type, you  discover  your type. In other words, the 
type of your change eĀ ort is determined by the dynamics of your marketplace and 
the nature of change it demands from your organization. Th is may seem obvious, 
but we constantly hear both leaders and consultants calling their change transfor-
mational, when it is in fact transitional. Th ey do this because they do not understand 
the types, and transformational change is t he new thing, more sexy and exciting. 
Be sure to type your change accurately because the type of change determines the 
change strategy required to succeed. 
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 Oft en, one or both of the other types of change will als o be present within 
the o verall c hange b ut a re no t as infl uential o r pa ramount. Th e  relationship 
between t he t hree typ es is nest ed f rame, as sho wn in Figur e  3.3 . T ransitional 
changes oft en have developmental changes occurring within them, and within a 
larger transformation, you will usuall y fi nd both developmental and transitional 
initiatives.   

 Exhibit  3.1  oĀ ers a questionnaire to help you determine which type of change 
you are leading. Remember that none of the types of change is mo re valuable or 
better than the others. Each serves a diĀ erent need.    

  TRANSFORMATION AND THE CONSCIOUS CHANGE 
LEADER ACCOUNTABILITY MODEL 

 Now that we have made t hese distinctions about transformation, let’s apply 
the Conscious Change Leader Accountability Model to further our understanding. 
We will highlight key dynamics about the quadrants and levels to reveal important 
insights into leading transformation successfully. 

 To b egin, c hange le aders must under stand t hat f or a ny gi ven organization, 
all q uadrants a nd le vels a re p resent a nd a re in terdependent. E vents o r d ynam-
ics in o ne dimen sion will im pact t he o ther dimen sions. F or exa mple, if ma rket 
economics has a do wnturn, it can negatively impact the organization, which will 
impact va rious f unctions a nd t eams wi thin i t. A t eam ma y los e i ts b udget a nd 
be mer ged wi th a nother t eam, w hich will im pact t eam mo rale a nd w ork p rac-
tices. Th e t eam mer ger will shift  w orking relationships, a nd disp laced indi vidu-
als may feel left  out and uncertain, triggering anger and resistant behavior. Th eir 
frustration ma y u pset o ther t eam mem bers, w hich ca n t hen im pact t he p erfor-
mance of the newly formed team. Th is will impact the organization’s performance 
in its market. Infl uence and impact moves in all dir ections across the quadrants 
and levels. 

 Now here is an interesting question: In our example, what infl uenced  peoples’ 
resistance? Was i t t he lost r elationships, t he breakup of t he team, or t he market 
downturn? Th e answer is t hat all w ere infl uences, w hich hig hlights t he interde-
pendent na ture o f t he q uadrants a nd le vels. Cha nge le aders m ust p erceive t his 
 interdependence, o r t hey r un t he signifi cant r isk o f no t eĀ ectively designin g o r 
course correcting their change processes because they cannot accurately assess the 

CH003.indd   74CH003.indd   74 8/19/10   8:58:53 AM8/19/10   8:58:53 AM



 Three Types of Organizational Change 75

Exhibit 3.1. Determining the Types of Change

WORKSHEET

   Instructions: Determine the primary type of change you are leading by answering these 
 “ litmus test ”  questions. If you answer  “ yes ”  to two or more questions for one type of 
change, then that is the primary type of change you are facing. Remember to think of 
the overall change that is likely occurring, not the subinitiatives within it. In many cases, 
all three types of change will be occurring, but only one is primary. The primary type 
is almost always the most complex. Be sure to build your change strategy to serve the 
most common type. 

   DEVELOPMENTAL CHANGE 

     1.   Does your change effort primarily require an improvement of your existing way of 
operating, rather than a radical change to it?  

     2.   Will skill or knowledge training, performance improvement strategies, and 
communications suffi ce to carry out this change?  

     3.   Does your current culture and mindset support the needs of this change?    

   TRANSITIONAL CHANGE 

     1.   Does your change effort require you to dismantle your existing way of operating 
and replace it with something known but different?  

     2.   At the beginning of your change effort, were you or will you be able to design a 
defi nitive picture of the new state?  

     3.   Is it realistic to expect this change to occur over a predetermined timetable?    

   TRANSFORMATIONAL CHANGE 

     1.   Does your organization need to begin its change process before the destination is 
fully known and defi ned?  

     2.   Is the scope of this change so signifi cant that it requires the organization ’ s culture 
and people ’ s behavior and mindsets to shift signifi cantly to implement the changes 
successfully and achieve the new state?  

     3.   Does the change require the organization ’ s structure, operations, products, 
services, or technology to change radically to meet the needs of customers and the 
marketplace?    

   CONCLUSIONS 

     1.   Which of the three types of change is the primary type required?  

     2.   Which of the other two types of change will also be needed to support this primary 
type? In what ways?    

© 2011, Pfeiffer, An Imprint of John Wiley & Sons
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dynamics infl uencing them. We need to know the forces at play and where they are 
coming from before we can mitigate those forces. 

 Change leaders must also realize that isolated events, dynamics, and changes 
in any one quadrant or level will be “resisted” by the current state inertia of the oth-
ers. Th is is why piecemeal approaches to transformation simply do not work, and 
why an integrated—and integral—approach is required. 

 Yet most change is done in piecemeal fashion. For example, changes to organi-
zational structures or systems are usually made in isolation from the culture changes 
they require. Changes to performance management systems are oft en not overtly 
linked t o t he c hanges in w ork r edesign wi thin t he line o rganizations t hat ha ve 
prompted the new HR systems. Leadership and management training is oft en not 
made relevant to business imperatives or organizational changes they are meant to 
support. Team development is oft en not integrated with the culture change and sys-
tems implementations that impact the teams. Run in isolated fashion, each change, 
while important in its own right, struggles to produce its intended benefi t because 
it is held bac k by the “old state” dynamics present in t he other related quadrants 
and levels. 

 Change le aders m ust als o under stand t hat w hile infl uence mo ves in all 
directions, t he “la rger” le vels t end t o do minate t he smaller. Or ganizational c ul-
tures a nd syst ems t end t o he avily infl uence t eam c ultures a nd syst ems; a t eam’s 
norms and how it operates usually refl ects the larger organization of which it is 
a pa rt. I t t hen he avily infl uences indi vidual t eam mem ber minds et a nd b ehav-
ior; people tend to adopt the “group think” of the team. Th is does not mean that 
the l arger l evels dictate w hat is b elow; ra ther, t hey ex ert signifi cant infl uence 
on them. 

Anomalies in indi vidual minds et a nd b ehavior a nd t eam s ubcultures ca n 
exist within an organization, but the organization’s overall culture and systems will 
always be a force to contend with. Subcultures can exist for a number of reasons. 
A strong leader can sometimes protect his or her subgroup from the infl uence of 
the la rger o rganization. Th is is esp ecially p ossible w hen t he subgr oup p erforms 
extremely well. Or, some other cultural force can dominate the individual or sub-
group’s way of b eing and exert more infl uence than the organization do es. Take 
for example a company such as Harley-Davidson. Many of its factory workers ride 
Harleys, and they were and are a pa rt of the Harley social culture that got fi rmly 
rooted in the rebellious, independent thinking style of the 1960s and early 1970s. 
Th ey build these motorcycles because they love them. Excellence is in their blood 
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and they put their hearts and souls into them because the bikes represent a way of 
being and lifestyle that is im portant to them to sustain. As long as t his personal 
and larger social meaning is in p lace, these factory workers will build the highest 
quality bikes they know how, no matter what happens within the larger corporate 
culture.

Certainly, individuals can infl uence their relationships, team, or organization 
because the individual is always a part of those larger collectives, and their actions 
have impact. Th is is a structural basis of political democracies, which are theoreti-
cally built on the idea that each citizen should have a v ote, an equal opportunity 
to infl uence (up the levels to) the larger whole. But the degree of individual infl u-
ence tends to dissipate as the levels increase in size. Th is is not an absolute rule but 
rather a tendency. Th e bigger the level, the more powerful, infl uential, and capable 
the individual needs t o be to cause signifi cant change in t he organization, but it 
does happen, even on a gra nd scale. Th ink of Gandhi, Martin Luther King, and 
others.

Making overt the infl uence of the larger levels on the smaller is critical because 
much change is s ourced within individual business units, regions, functions, line 
organizations, teams, and departments. Many of these changes struggle against the 
powerful limi ting f orce o f t he la rger o rganization’s c urrent c ulture a nd sys tems. 
Leaders at all levels must understand these forces and address them in their change 
eĀ orts. 

Th is issue is exacerba ted because leaders oft en operate with a silo men tality. 
Th ey orient down into their own organizations rather than up and across to the 
needs of the larger enterprise. From our perspective, less than 25 percent of execu-
tive teams are actually high-performing teams that focus eĀ ectively as a t eam on 
the strategic needs of the business. Most are not teams at all, but simply groups of 
individuals that keep each other informed about their own organization’s activities 
and needs. 

In g eneral, ex ecutive t eams must lift  t heir he ads a nd p ut co ntinuous f ocus 
on t he market and how t he organization’s systems and c ulture must continually 
evolve to serve it. Accepting this enterprise responsibility, leaders can then align 
the c hanges o ccurring wi thin b usiness uni ts, f unctions, t eams, a nd indi viduals 
to drive those larger organizational outcomes. In this fashion, the infl uence of the 
larger organizational syst ems and c ulture b ecomes ena blers o f eĀ ective “smaller 
level” changes. And symbiotically, the smaller changes, now eĀ ectively supported, 
generate a ti pping p oint f or t he o rganization, w here t he gra vitational iner tia 
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to r emain t he s ame is o vercome, a nd t he o rganization’s tra nsformation r eadily 
proceeds.

Th ese organizational and human dynamics point us t o one key conclusion: 
Transformation requires change leader attention to all q uadrants and all le vels as 
depicted in o ur C onscious Change L eader Accountability Model (s ee Figure I.1 
in the Introduction). From a quadrant perspective, transformation clearly includes 
radical change to organizational systems, structures, business processes, and tech-
nology (co ntent). Th e organization’s culture m ust change  as  wel l to  e nable t he 
content c hanges t o b e ef fectively  implemented, ado pted, a nd sust ained b y 
the people of the organization. Both leader’s and employees’ mindsets and behav-
iors must change and ne w skills m ust b e de veloped to embrace t he ne w way of 
being, working, and  relating required by the new culture. Without these “people” 
changes, the “content” changes never deliver their ROI because they never get fully 
implemented or mastered. Th e four quadrants of systems, culture, behavior, and 
mindset must all be addressed. 

This must o ccur, not just within individuals and the larger organization 
but also within relationships and teams throughout the organization. The new 
mindsets and behaviors must come to life in how people work together, for that 
is a cen tral means for how the new systems become fully functional and the 
larger c ultural tra nsformation t akes r oot. N ew o rganizational sys tems o ften 
require cr oss- boundary co llaboration a mong p eople, t eams, depa rtments, 
regions, and business units, demanding that all r edesign workflow, reporting 
structures, a nd t heir co llaborative us e o f t echnology a nd inf ormation. N ew 
relationship a nd t eam no rms a nd b ehavior a bout su pport, inf ormation a nd 
resource sha ring, a nd decisio n makin g b ecome es sential. I n tra nsformation, 
you must attend to all levels.

Designing a change process that organizes and integrates the changes in all quad-
rants and levels into a unifi ed process that moves the organization forward is cr itical. 
Th at, of course, is t he role of Th e Change Leader’s Roadmap, which we’ll discuss in  
Chapter Nine. To t his end, change le aders can call o n many diĀ erent typ es of pro-
fessional support: OD and OE consultants, change management professionals, team 
builders a nd facili tators, o rganization design sp ecialists, q uality co nsultants, inf or-
mation t echnology exp erts, c hange stra tegists, ex ecutive coac hes, tra ining s pecial-
ists, a nd o f co urse, co ntent exp erts in e ach o f t he a reas o f c hange. Cha nge le aders 
do not have to be competent in all t hese areas, but they do need t o be familiar with 
them eno ugh t o kno w w here in t heir o rganization t o g et t he exp ertise t hey need  
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when they need it. A change leader’s primary accountability is to ensure that the over-
all change process brings t his exp ertise together to address all q uadrants and le vels 
eĀ ectively. 

   SUMMARY 

 We ha ve des cribed t hree v ery diĀ erent typ es o f c hange o perating in o rga-
nizations, each of which requires diĀ erent change strategies. Developmental and 
transitional changes are the most familiar and are easier to lead than transforma-
tion. Developmental change is the improvement of something that currently exists, 
while tra nsitional c hange is t he r eplacement o f w hat is wi th s omething entirely 
new, yet clearly known. Both developmental and transitional change possess com-
mon characteristics: (1) Th eir outcomes can be quantifi ed and known in advance 
of  implementation; (2) signifi cant c ulture, b ehavior, o r minds et c hange is no t 
required; and (3) the change process, its resource requirements, and the timetable, 
for the most part, can be managed with some semblance of control. 

 Th e t hird typ e o f c hange, tra nsformation, r equires a co mpletely diĀ erent 
set o f c hange le adership skills. T ransformation is t he ne west a nd most co mplex 
type of organization change, and the one that is o ft en required to achieve break-
through results. Transformation possesses very diĀ erent dynamics: (1) Th e future 
state ca nnot b e co mpletely kno wn in ad vance; (2) signifi cant transformations 
of the organization ’ s culture and of people ’ s behavior and mindsets are required; 
and (3) t he c hange p rocess i tself ca nnot b e tig htly ma naged o r co ntrolled 
because the future is unknown and the human dynamics are too unpredictable, 
making the change process nonlinear. Constant discovery, learning, and course 
correcting are required. 

 Transformation requires leaders to expand their worldview and increase their 
awareness and skill to include all the drivers of change, both external and internal. 
It requires a diĀ erent minds et a nd sty le. And i t dema nds t hat b oth le aders a nd 
employees undergo personal change as pa rt of the organization ’ s transformation. 
It requires full attention to transforming organizational systems and culture, and  
mindset and behavior in individuals, relationships, and teams. 

 Over the years, we have seen two very diĀ erent approaches to transformation 
from our clients. Th ese approaches produce very diĀ erent results. In the next chap-
ter, we will des cribe t hese approaches, f urther c larifying w hat successf ul change 
leadership demands.  
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  ENDNOTE  

 1. We don ’ t mean to imply that  “ the breakthrough to new awareness, beliefs, and intentions ”  must 
begin, or always begins, with the top leaders. Quite oft en, employees come to this realization long 
before the leaders do. Our point, however, is that  usually  enterprise-wide transformation does not 
get traction  until  the top leaders hear the wake - up call. Until that time, most leaders —  intentionally 
or not — stifl e employee - driven transformation. However, it is not uncommon to see the wake - up 
call for transformation emerging out of employee feedback to leaders about changing  customer 
needs or from employee ’ s that develop new work practices that generate substantial performance 
improvements. Employees are closer to the customer and the work and can play a vi tal role in 
initiating transformation, if only leaders will listen. A key strategy for insightful leaders is to create 
a formal structure and process to proactively seek out employee input.                                          
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C H A P T E R

4

                                                          Two Leadership Approaches 
to Transformation           

  May you develop mental concentration  . . .  for whoever is mentally concentrated, 
sees things according to reality. 

  — Ā e Buddha   

 In t he previous c hapter, w e defi ned t he t hree diff erent typ es o f c hange o ccur-
ring in organizations, explored the challenges they present, and clarifi ed several 

strategies and outcomes for each. We suggested that transformation and the pursuit 
of breakthrough results requires full attention to both the external content and the 
internal d ynamics o f p eople a nd c ulture, sp ecifi cally st ating t hat c hange le aders 
must help transform organizational, team, and relational systems and culture, as 
well as individual mindset and behavior to succeed. 

 In this chapter, we address how the state of awareness that leaders bring to 
transformation infl uences their approach and success at leading it. We defi ne two 
very diff erent a pproaches a nd exp lore e ach in dep th, inc luding t he le adership 
behaviors and outcomes they each tend to generate. We highlight how only one of 
these approaches really works to lead transformation and give you an opportunity 
to refl ect on your own approach going forward. 

 Ā is c hapter b egins a n inq uiry into t he cr itical inner d ynamics o f success-
ful change leadership, which we will continue throughout Section Two, where we 
address human dynamics. We believe that what we discuss in t his chapter — and 
your mastery of it — will be the greatest determinant of your success as a c hange 
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leader. Ā is topic of approach to transformation should be front and center in any 
conversation about organizational change and human performance, but it seldom 
is. It requires a high level of awareness and personal development to see the distinc-
tions we will a ttempt to articulate, and even greater awareness and development 
to apply them. Ā at is not a reason to overlook this topic but rather a compelling 
reason to study it deeply and practice it diligently.  

  TWO APPROACHES TO TRANSFORMATION 

 By  approach  t o tra nsformation, w e me an t he  state of  a wareness or  l evel 
of c onsciousness  t hat le aders p ersonally b ring t o tra nsformation. This le vel 
of a wareness im pacts e very asp ect o f a le ader ’ s c hange le adership ca pability, 
 experience, and outcome. Nothing is lef t untouched. Their le vel of awareness 
influences t he c hange stra tegies t hey de velop, c hange p lans t hey design t o 
execute t hose stra tegies, decisio ns t hey make, le adership sty le, in terpersonal 
and o rganizational  communication pa tterns, r elationships wi th st akeholders, 
what they model to others, emotional reactions and personal ability to change, 
and ultimately, their outcomes. Fundamentally,  a leader ’ s approach determines 
what the leader is a ware of and what the leader does not see.  And t his shapes 
 everything else. 

Every man takes the limits of his own Ā eld of vision for the limits of the world.
—Arthur Schopenhauer

 In t he sim plest o f t erms, le aders a pproach tra nsformation wi th ei ther 
expanded awareness or limited awareness. We call the expanded awareness mode 
the  “ conscious ”  a pproach a nd t he limi ted a wareness mo de t he  “ autopilot ”  (o r 
unconscious) approach. We us e t hese terms b ecause t hey acc urately denote two 
critical functions of the mind that we will describe shortly. 

 When we take a conscious approach, our greater awareness provides more 
perspective and insight about what transformation demands and better strategic 
options to address its unique people and process dynamics. Expanded awareness 
is like getting the benefi t of both a wide - angle lens and a high - powered microscope 
at the same time. Ā rough the wider view, we can see more broadly the dynam-
ics at play in transformation, such as how change in one area of the  organization 
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impacts o perations in a nother, ho w le adership sty le co ntributes t o em ployee 
resistance and commitment, or how competition across the supply chain limits 
enterprise success. Ā  rough t he micr oscope, w e ca n s ee t he deep er a nd mo re 
subtle human dynamics that would otherwise go unnoticed, such as how people ’ s 
emotions infl uence their commitment, how culture stifl es the use of a new tech-
nology, or how our own internal state impacts how we design and run our change 
eff orts. Expanded awareness provides both greater breadth and greater depth to 
our view. 

 When we take an autopilot approach, we respond automatically and uncon-
sciously to the dynamics of transformation based on our conditioned habits, exist-
ing knowledge, and dominant leadership style. Our lens is fi ltered by the biases and 
assumptions of our own mental conditioning, causing us t o oft en not see critical 
people and process dynamics. We can only apply our old management techniques 
because our limited awareness off ers us no o ther possibilities:  “ If it worked for us 
before, it will work for us again. ”  

 We do not want to imply that the autopilot approach is   bad   or that when we 
are in it we are poor leaders. Even though not optimal, the autopilot approach has 
suffi  ced for leading organizations and developmental and transitional change for 
a long time; it just is not adequate for leading transformation or delivering break-
through results. When we are on autopilot, we are doing the best we can; we just 
have limited awareness. We do not know what we do not know and cannot see what 
is outside the angle or power of our lens. But to succeed in transformation, we must 
increase our scope of awareness. 

 Autopilot has b een the most p revalent approach historically, while the con-
scious approach is becoming increasingly evident in today ’ s organizations. As lead-
ers acquire more experience with transformation, they are discovering more of what 
transformation entails and requires. Although there is much inertia to overcome, 
we believe that the conscious approach will dominate change leadership behavior 
in the twenty - fi rst century. It has to. As change has become more complex, evolving 
from developmental to transitional to transformational, operating with expanded 
awareness t o s ee t he sub tle human a nd p rocess d ynamics a t p lay has b ecome a 
requirement of success. Ā is level of leadership awareness is the primary enabler of 
transforming today ’ s organizations, successfully running tomorrow ’ s, and achiev-
ing breakthrough results. We cannot overemphasize t his p oint. Ā e transforma-
tional success f ormula is sim ple:  On average, your results f rom change w ill be i n 
direct proportion to the level of awareness you bring to the eff ort.  
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 To further understand these two approaches, we need to fi rst defi ne  conscious  
and  unconscious . Later in t he chapter, we will o utline the value of each approach 
and the diff erent behaviors that change leaders taking them display. 

  Conscious Versus Unconscious 

 We defi ne the term  conscious  as possessing conscious awareness; being mind-
ful; wi tnessing y our exp erience; r efl ecting; a nd b eing aler t, c lear - minded, a nd 
observant. Being conscious is b eing  aware that you are aware and being aware of 
what Ā lls your awareness.  

 Perhaps the most direct way of describing what we mean by  “ conscious ”  is to 
describe what it is no t. In our application, we  could  easily use the word  “ uncon-
scious ”  as t he opposite of conscious. However, this would be misleading without 
an explanation of terms. Our use of unconscious would  not  mean  “ without aware-
ness, ”  as in someone who has been knocked unconscious or who is asleep. Instead, 
in our defi nition, unconscious would mean  without conscious     awareness,  as w ith 
people who are awake and alert but not witnessing their experience; not  consciously  
aware of themselves, their behavior, their impact, the motivation for their choices, 
or the full extent of what is going on around them. 

 A common example of this use of the term  “ unconscious ”  is a p henomenon 
that happens to many of us as w e drive down the f reeway, especially if w e drive 
the same route regularly. You have likely had t he experience of driving down the 
highway and when the sign announcing your desired off  - ramp catches your atten-
tion, you realize that you have been driving on autopilot, without any conscious 
awareness o f y our sur roundings. You ha ve b een lost in y our o wn t houghts a nd 
not consciously present to what was o ccurring on the road. Your eyes have been 
open. You have been taking in information, yet processing it  “ unconsciously. ”  Ā en, 
when y ou p op bac k in to co nscious a wareness, y ou a re st artled b y t he fac t t hat 
you have been driving for so long without any memory of the scenery or the cars 
around you. You realize that you must have slowed and sped up with traffi  c, e ven 
changed lanes, but your behavior occurred without conscious intent. You are sur-
prised because you did not  “ witness ”  any of your experience. 

 Conscious awareness (the witness) and unconscious awareness (the autopilot) 
are literally two diff erent states of consciousness. In both, we are aware, taking in 
information from our environment. In the witness state, we are  consciously  aware of 
information as our senses collect it. On autopilot, however, the information enters 
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our system and we respond automatically and unconsciously, without witnessing 
the information or our response.   

 Ā is oscillation in and out of conscious awareness goes on continuously, even 
for people who are highly aware. Our awareness level can oscillate every day, every 
hour, every minute. Ā e key to the conscious approach is expa nding the amount 
of time that you are mindful and the frequency of  “ waking up ”  so you can use that 
expanded awareness to evaluate and choose eff ective change leadership behaviors 
and strategies.  

  The Value and Cost of Autopilot 

 Autopilot is o ur default state of awareness and is a v ery useful human func-
tion. It has its place, especially in routine tasks. It can save us energy, increase our 
effi  ciency, and deliver rote activities successfully even when we are not paying atten-
tion. Aft er we learn a routine like brushing our teeth or serving a tennis ball, auto-
pilot is a nice f eature to have. It is great not to have to think about our technique 
and still get the results we are aft er. However, in complex activities such as leading 
transformation, or even basic tasks done in a highly dynamic environment such as 
driving home in f reeway traffi  c, autopilot can lead to disaster. A far more reliable 
way to succeed in those situations is being awake to what is occurring around — and 
within us — so we can consciously evaluate and choose our behaviors and actions. 

 EXPERIENCE CONSCIOUS AWARENESS    

 The best way to understand the phenomena of conscious awareness and autopilot is 
to directly experience them. Try this experiment. Focus on something in your current 
 environment — a visual object, the weight of your body against your chair, or your breath 
going in and out. Focus on this object for four or fi ve minutes (longer if you choose) and 
bring your awareness back to the object whenever it wanders. Come on, give it a try. 

 What did you experience? Most likely, when you began, you were consciously aware 
of the object. Then after a short while, your mind wandered and you lost conscious aware-
ness of the object. In fact, you likely lost conscious awareness of everything. Instead of 
being consciously aware, you became lost in thought or focused elsewhere without real-
izing it until you  “ woke up. ”  Then, again consciously aware, you brought your awareness 
back to the object until you slipped back into autopilot, once again lost in thought or 
unconsciously focused on other objects. Each time you went off, you would, at some 
point, become  consciously aware that you were off and then return to the desired 
object of focus.  
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 We only truly choose our behaviors and actions when we are consciously aware, 
and choosing is t he s ource of our p ersonal p ower. When we give up choice, we 
diminish our impact, contribution, and options. Although autopilot can be useful 
at times, the more novel, unknown, or challenging the situation, the more impor-
tant it is to be consciously aware so we can evaluate and choose our response rather 
than react automatically and unconsciously. 

 As a change leader, operating on autopilot at the wrong times, and not being 
consciously aware that we are doing so, can lead to many undesirable outcomes, 
such as the following: 

Developing change strategies that do not fi t the type of change occurring
Being rigid and infl exible; not being able to course-correct our change process 
as needed
Misdiagnosing the root cause of breakdowns in the change process
  Arguing for an invalid position  
  Not seeing the best solution in a situation  
Not engaging the right people in change in critical ways 
 Missing opportunities  
  Misinterpreting events or a person ’ s comments  
  Reacting in negative ways and not modeling desired behaviors  
  Denying the need for learning when it really exists  
  Not seeing how to constructively use feedback         

  Developing Conscious Awareness 

 Like all capabilities, we can develop greater conscious awareness and mindful-
ness over time. We just have to exercise the right  “ muscles ”  (see the sidebar titled 
 “ Tools to Develop Conscious Awareness ”  later in this chapter). 

 Developing mindfulness is a process. Ā e key is diligently observing our inner 
state. Ā is mere turning inward and observing our state of consciousness becomes 
a moment in w hich we have enlisted our conscious awareness. In that moment, 
autopilot is no longer engaged. Ā e more we do this, the more we will fi nd ourselves 
operating from conscious awareness with greater mindfulness. 

 Over time, this makes it easier for us to get out of autopilot when we wake up 
and choose to do s o. Ā ink of all t hose times w hen you know you should think, 
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behave, or speak diff erently, but you just cannot get yourself to do s o. Like when 
you listen to yourself say something you know you will regret but cannot keep your 
lips from speaking it. As you pop into conscious awareness repeatedly over time, 
your autopilot will have less of a stronghold on your awareness and behavior, and 
you will have more ability to choose your desired behavior or action. 

 It is important to note that we do not  become  conscious; we already are con-
scious. We simply become  more  consciously aware more of the time as w e notice 
and shift  out of autopilot functioning. Ā ink of it this way. Within us is pure, uncon-
ditioned awareness. It already exists, and there is nothing for us t o do t o develop 
it. It is j ust a ma tter of accessing it. Our hig hest internal state is t o operate from 
this source within our innermost being. In sports, we call it being in the  “ fl ow ”  or 
 “ zone, ”  and it leads to optimal performance. Psychologists refer to it as our higher 
or transpersonal self. Meditation teachers call i t the Witness, Observer, True Self, 
or Soul. Peter Senge and his colleagues call i t Presence.  1   To us the name does not 
matter. What matters is t hat we acknowledge there is a s ource within us t hat is a 
higher state than our normal autopilot functioning, that it delivers greater results, 
and that we  pursue  operating from that state as much as possible. 

 As we operate with conscious awareness more oft en, we access higher  levels of 
consciousness within ourselves. Over time, this develops our level of awareness and 
we fi nd ourselves operating from a higher state on a more regular basis. Ā is essen-
tially generates for us a hig her stage of cognitive development, and is the founda-
tion for achieving breakthrough results.  

  The Four Sights 

 Ā e general direction of this inner de velopment is t oward perceiving situations 
with both greater breadth and depth. We begin to perceive reality more broadly across 
time and space and more deeply into inner human dynamics, both in ourselves and in 
others. Rather than being limited by the myopic view autopilot allows, we perceive with 
a more comprehensive and integral perspective. We describe this as developing the  “ four 
sights, ”  or four critical ways of perceiving that drive change leadership success: 

   Seeing Systems:  Perceiving the interdependencies among organizational func-
tions, events, or circumstances; seeing connections across boundaries; seeing 
relational impacts across the supply chain;  seeing     across space.   
   Seeing Process:  Being aware of how events and circumstances infl uence each 
other over time; perceiving how the present is a natural outgrowth of the past, 
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and ho w t o infl uence i t t o cr eate a desir ed f uture; s eeing t he r elationships 
between inputs and outputs; seeing future impacts of today ’ s activities; seeing 
the process nature of reality, and how development is occurring or can occur in 
any situation;  seeing across time.   
   Seeing Internal/External:  Perceiving the inner dynamics of external circum-
stances, and vice versa; seeing how mindset and culture infl uences actions and 
results; seeing the outer impacts of thoughts and emotions, how resistance and 
commitment impacts outcomes; seeing how internal and external reality refl ect 
each other.  
   Seeing Consciously:  Witnessing objectively what is occurring; being mindful 
and present to the moment; perceiving without the bias of autopilot or mental 
conditioning;  seeing mindfully.     

 Ā is general direction of personal growth, where you perceive with both greater 
breadth and greater depth, is outlined and corroborated in numerous  disciplines: 
emotional development, interpersonal development, moral development, cognitive 
 development,  psychological de velopment, a nd sp iritual  development.  2   All areas 
of develop  ment follow this path toward greater span and depth, including change 
leadership. 

 We will discuss seeing systems and seeing process again in Chapter  Nine , and 
seeing internal/external and consciously in Chapters  Six  and  Seven . Ā e important 
point for our inquiry here is to realize that conscious awareness is the path to all human 
development, and turning your attention inward to observe your state of conscious-
ness to develop greater mindfulness will naturally lead to growth and development —
 as a person and as a change leader. Nothing is more critical to your success.    

  Conscious Awareness, Learning, and Performance 

 All le arning a nd de velopment is bas ed o n r ealizing (b ecoming co nsciously 
aware) that we do not know how to do something, then expanding our awareness 
of t he t ask at hand, and mastering t he mechanics. Ā e C ompetency Model (s ee 
Figure  4.1 ) depicts the universal path of learning. Let ’ s explore this model to see 
how conscious awareness is key to all learning and development.   

 As learners, we all pass through four stages on our way to becoming profi cient 
in a ne w task or skill. At the beginning, we are  “ unconsciously incompetent ” : We 
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do not know what we do no t know, or even that we do no t know. We are either 
unaware of our incompetence or in denial a nd not able to psychologically accept 
that we are not yet skilled. 

 No learning takes place until we awaken our conscious awareness and become 
 “ consciously incompetent ” ; we now realize that we do not possess the knowledge 

 TOOLS TO DEVELOP CONSCIOUS AWARENESS    

 Many tools and techniques exist to help us develop our conscious awareness. 
Meditation is the best, but you may not understand it if you are new to it. But 
give it a chance. It is not weird at all. In its simplest form, meditation is putting 
our attention on an object (something we can see, hear, touch, taste, feel, or 
imagine) and then bringing our awareness back to the object when it wanders. 
Meditation is not thinking about the object or thinking about anything for that 
matter. In fact, it is the cessation of thinking and is, rather, simply being  . . . 
 aware. What could be simpler? 

 An elegant and powerful form of meditation is simply watching your breath. 
We use this technique in two ways: (1)  “ offl ine ”  for ten minutes or longer 
when we can be alone and simply sit and be still, and (2)  “ online ”  throughout 
our day as a trigger to come to conscious awareness and center ourselves. 

 The power of meditating and consciously breathing — both offl ine and online —
 is that it (1) strengthens your inner witness and ability to be consciously aware; 
(2) shortens the time you spend in autopilot and makes it easier to pop out of it 
when it is useful to do so; (3) builds your ability to observe your thinking and let 
go of negative or distracting thoughts; (4) dramatically increases concentration; 
(5) improves self - management of emotions; (6) reduces stress; (7) develops confi -
dence; (8) increases your ability to stay centered and alert during stressful situations; 
and (9) increases your access to intuition and pure, unadulterated awareness. 

 Tools that increase conscious awareness include the following: 

  Meditation  

  Focusing techniques  

  Conscious breathing techniques  

  Body awareness exercises  

  Appreciation and gratefulness exercises  

  Prayer     
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and skill we need. Ā is new awareness and personal insight opens the possibility of 
learning. Without it, our learning is limited. 

 If we have a high psychological need to be perceived as right and competent, 
we can become very uncomfortable at this point, especially if we are not emotion-
ally secure in our lack of skill. Rather than pursue the necessary learning, our ego 
can t ake over, deny our need t o le arn, and put on a fa ç ade of competence. Our 
internal doubt, left  unchecked, can generate denial that causes us to remain uncon-
scious of what we do not know. We remain  “ unconsciously incompetent, ”  held back 
by o ur own p ersonal denial a nd del usion o f b eing suffi  ciently capable. Stuck in 
autopilot, we end u p making the same mistakes repeatedly. If the task is p laying 
tennis, we keep hitting the ball into the net. If the task is leading transformation, 
we keep misapplying our habitual developmental and transitional strategies, not 
understanding why they do not work. 

 When w e a re mo re co nfi dent le arners, w e accep t o ur inco mpetence a nd 
choose to pursue learning the new skill. We then begin practicing the new meth-
ods, and over time, become  “ consciously competent, ”  able to perform the new task 
as long as we are thinking about it, or, said diff erently, as long as we are awake and 
 “ consciously aware of what we are doing. ”  To the degree we slip into autopilot, we 
 “ forget ”  our new techniques and apply our old, habitual approaches and perform 
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poorly. Ā e key in this stage is for us to remain consciously aware and attentive to 
the learning so we can completely develop and engrain the new skill. 

 As we practice and apply the new skill over time, it becomes second nature, 
and we become able to perform it successfully without thinking about it. We are 
now  “ unconsciously competent, ”  able to perform the task without conscious aware-
ness. We are now profi cient in the new skill. 

 Ā e model in Figure  4.1  stops at this stage, but higher levels of learning and 
performance exist beyond profi cient, and awareness continues to play a critical role 
in them as well. We can progress to becoming an expert or master. Repetition and 
practice are keys, of course, but real mastery comes from developing our internal 
state of consciousness to access that hig her internal st ate mentioned earlier that 
elite p erformers call b eing in t he  “ fl ow ”   4   or  “ zone. ”  Ā is is a heig htened st ate of 
consciousness in which our new skill can fl ow out of us naturally and impeccably. 
It is a p ure state of awareness in w hich thoughts and feelings do no t distract our 
one-pointed concentration. Clearly, elite sports performers such as Michael Jordan, 
Roger Federer, or Peyton Manning possess superior skills and work ethics. But what 
sets them apart from their competitors is their mental ability to perform more con-
sistently in the  “ zone. ”  While repetition and practice will continually develop their 
skill, they will perform their best only when they are in the zone of pure concentra-
tion and heightened awareness. 

 We will dis cuss t his ele vated le vel o f a wareness a nd p erformance in mo re 
detail in Chapter  Seven . Ā e point here is simply to establish that conscious aware-
ness is critical to developing a profi cient level of skill in any task, including change 
leadership. And t hat mast ery a nd b reakthrough p erformance co mes f rom b oth 
practice and a heightened level of awareness, far beyond autopilot. Awareness and 
consciousness are key to both learning and performing optimally.  

  The Choice to Be a Conscious Change Leader 

 Now that we have a common understanding of the functioning of conscious 
awareness a nd a utopilot, w e ca n dis cuss w hat w e me an b y t aking a co nscious 
approach versus an autopilot approach to leading transformation. 

 Remember, we all have both of these mental capabilities and we fl uctuate con-
tinually between them, sometimes operating with conscious awareness and other 
times operating on autopilot. Taking a conscious approach to leading transforma-
tion does not mean, then,  always  operating with conscious awareness. Similarly, 
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taking an autopilot approach does not mean  always  operating on  autopilot. What 
is the diff erence then between these two  very  diff erent types of  leaders — the con-
scious change leader and the autopilot change leader? 

 Conscious change le aders are just t hat b ecause t hey  choose  to b e, and t hey 
make a signifi cant personal commitment to how they operate as human beings and 
leaders. Conscious change leaders turn inward, introspect, and put their  attention  
on their inner awareness and mindset, and their  intention  on proactively develop-
ing their innermost being. In our language, they  “ put their being fi rst. ”  Ā ey  seek 
greater s elf - awareness a nd under standing b ecause t hey kno w t hat t heir le vel o f 
awareness and mindset infl uence everything about their lives and leadership. Ā ey  
seek to develop their own level of consciousness so they can operate at the highest 
levels p ossible, and therefore, contribute fully. Ā ey understand t hat  “ to b e fi rst, 
they must put their being fi rst. ”  

 Conscious c hange le aders c hoose t his path b ecause t hey have enough s elf -
 awareness to see the diff erence in themselves when they are operating consciously 
versus on autopilot. Ā ey see their mindset in ac tion, the impact of their condi-
tioned p erceptions and b ehaviors on t heir outcomes. Ā ey are familiar with t he 
fl uctuations in their own inner states and realize that they can infl uence their inner 
reality and consequently have greater positive impact in t he world. Ā e y directly 
experience t he b enefi ts t hat gr eater co nscious a wareness a ff ords. Ā ey see  th at 
operating consciously opens up an entirely new possibility for outcomes that goes 
far beyond the limitations of their conditioning and autopilot functioning. 

 A k ey diff erentiator, t hen, b etween co nscious a nd a utopilot c hange le aders 
is that conscious leaders attend to both inner r eality and external reality in t heir 
leadership, whereas autopilot leaders focus nearly exclusively on external dynam-
ics. Ā eir attention is p rimarily on content, the design s olution, implementation 
plans, r eporting mec hanisms, a nd metr ics. C onscious c hange le aders s ee t he 
critical nature of all three critical focus areas — content, people, and process — and 
address the inner human dynamics that are critical to all three, starting with their 
own. Ā ey do not attend to external dynamics less; they simply attend to internal 
dynamics more, including their own mindset and their organization ’ s culture. Ā ey  
consciously attend to all quadrants and all levels. 

 Ā is does not make conscious change leaders perfect, but it does put them on 
a path of greater eff ectiveness and development that over time radically accelerates 
their change leadership competency vis -  à  - vis their autopilot counterparts. It makes 
their ways of thinking and behaving more conducive to success.  
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  Wake - Up Calls to Conscious Change Leadership 

 Over our careers, we have witnessed numerous leaders wake up to become 
conscious change leaders. Not all experience a moment of choice where they choose 
the conscious approach. Instead, this way of being, working, and relating emerges 
within them as their internal awareness grows over time. For many, they hear and 
respond to four levels of wake - up calls t hat catalyze within them this new, more 
eff ective way of being. Each of these wake - up calls triggers greater insight and skill 
 development in both the internal and external dynamics of transformation and in 
all areas of related content, people, and process (see Figure  4.2 ). 

 Ā e levels show increasing magnitudes of conscious awareness and the typi-
cal sequence in which conscious change leadership awareness develops. Ā e fi gure 
shows these levels as a hierarchy of nested frames, the fi rst included within the sec-
ond, which is included within the third, and so on.   

 Ā e fi rst level of wake - up call is the easiest for leaders to hear. It is the recog-
nition that the status quo in t he organization no lo nger works and that a c hange 
is required. Ā e second level of wake - up call is t he realization that the change is 
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 Figure 4.2.     Wake - Up Calls to Conscious Change Leadership 
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 transformational. Ā is le vel requires t hat le aders under stand t hat t he process o f 
transformation is uniq uely diff erent f rom t hat o f de velopmental o r tra nsitional 
change, and t hat deep er attention to p eople and t he change process is r equired. 
Ā is wake - up call requires leaders to increase what they  know . Using what you are 
learning in this book, you can help provide this education. 

 Ā e third level of wake - up call, certainly more of a s tretch, is t he realization 
that transformation requires new strategies and practices beyond their traditional 
leadership a nd c hange ma nagement a pproaches. I n o ther w ords, le aders m ust 
change what they  do . Ā is wake - up call begins the leadership breakthrough that is 
necessary for successful transformation. 

 Ā e fourth level of wake - up call , the most fa r - reaching and eye - opening, is 
the realization that transformation requires leaders to change  personally,  that they 
must change how they are  being : expand their awareness, become more introspec-
tive and conscious, shift  their mindsets, and transform their behaviors and change 
leadership sty le. Ā is is t he le vel of wake - up call t hat turns the focus of leaders ’  
attention in to t hemselves, in to obs erving t heir o wn a wareness a nd minds et in 
action. Ā is increases not only their self - awareness but also their understanding 
of human dynamics in general. In other words, their own inner dynamics become 
their action research laboratory about human functioning and performance. 

 Ā is Level Four wake - up call ca rries for leaders the insight that within their 
own consciousness lie t he source of their current limitations and failures as w ell 
as future breakthroughs and successes. Ā ese leaders realize that without putting 
themselves o vertly in to t heir o rganization ’ s c hange p rocess, t he f ull p otential o f 
the transformation cannot manifest. Ā ey now choose to transform themselves to 
become a mo del of the desired change. Upon accepting the Level Four wake - up 
call, le aders have b egun t o t ake a co nscious approach t o c hange le adership a nd 
transformation, and true breakthrough results become possible. Ā ey are now con-
scious change leaders because they choose to be. 

 Notice how these wake - up calls parallel the greater span and depth of aware-
ness that the history and evolution of change highlighted in our discussion of the 
drivers of change in Cha pter Two. We have gone f rom implementing change in 
functional silos wi thout needin g t o a ttend t o deep er h uman d ynamics t o no w 
having t o implement transformation sys temwide, wi th constant attention across 
boundaries of hierarchy, function, regions, time, and supply chain (greater span), 
while also having to address core human dynamics of mindset and culture (greater 
depth). While the exterior dimension of content has b ecome more complex, the 
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 CASE - IN - POINT    

 John L obbia, t he ex - CEO o f D etroit Edis on, q uickly mo ved t hrough t he 
fi rst three levels of wake - up calls to the fourth, perhaps faster than any CEO 
we had worked with previously. When we met John, he was v ery clear that 
his organization had t o change (Level One) t o meet t he challenges of pos-
sible deregulation in the electric utility industry. A brilliant man, John ’ s gut 
instinct was t hat t he c hange r equired was tra nsformational (L evel Two); 
he kne w t hat his o rganization needed t o b egin i ts c hange lo ng b efore he  
or anyone else could be certain about its future state. He also realized that 
the change needed was so signifi cant that the organization ’ s culture and the 
behavior and minds ets of i ts le aders and employees would need t o trans-
form to sustain the mammoth content changes required. Initially, John did 
not realize that his and his leaders ’  old approaches, strategies, and mindsets 
would not suffi  ce for this transformation. However, with a b it of coaching, 
he quickly saw the obvious (Level Ā ree). To share his insights with his top 
leaders, he and the then company president, Tony Earley, agreed to sponsor 
an executive retreat called Leading Breakthrough Results: Walking the Talk of 
Change. 

 Perhaps the most endearing moment of working with John and his exec-
utive team came during this retreat when i t tr uly hit John that his o rgani-
zation ’ s transformation required him t o change personally (Level Four). As 
John stated to his team so pointedly,  “ I have been so focused on us surviving 
deregulation that I haven ’ t attended to how we could thrive in a deregulated 
environment. I ’ ve been operating in a minds et that with competition there 
won ’ t be enough success to go around in the future, and, therefore, we need 
to protect what we now have. But I see that this defensive orientation is only 
in my mindset. Ā e fact is that we have more than enough talent, resources, 
and commitment to create a very successful future. Let ’ s pursue growth, not 
stability. ”  

 John ’ s  “ breakthrough ”  o f insight t hat his o wn minds et was limi ting his 
organization catalyzed tremendous growth for his company. In John ’ s words, 
 “ Soon aft er that session, we adopted a growth goal of building new businesses 
that would generate  $ 100 million in net inco me in fi ve years. We surpassed 
our goal, earning  $ 108 million. Quite a success. ”  
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interior dimen sion o f p eople has mo ved deep er t oward t he f undamental. N ow, 
with transformation, a le ader ’ s ability to succeed is in dir ect proportion to his o r 
her level of awareness. Seeing systems, seeing process, seeing internal and external 
reality, and seeing consciously have become core requirements of seeing solutions 
to the challenges and complexities we now face in the twenty - fi rst century world of 
transformational change.     

  THE AUTOPILOT APPROACH 

 Ā e autopilot approach to leading transformation is by far the most common, 
not b ecause le aders adopt i t intentionally, but ra ther  unknowingly.  In fac t, most 
simply do not think about it. Autopilot is our default way of operating. So unless we 
intend diff erently, that is how we function. External events happen, and we react to 
them in habitual ways, automatically, without conscious awareness. 

 Leaders operating on autopilot habitually make many of t he common mis-
takes outlined in Chapter  One . Because they are not consciously aware of the more 
subtle people and process dynamics of transformation, they cannot formulate criti-
cal change leadership strategies. Inevitably, these unintentional oversights restrict 
their success and are usually the source of their failures.   

 When autopilot le aders he ar t he L evel One wak e - up call a nd ac knowledge 
the need to change, they oft en respond with developmental or transitional change 
strategies because they are familiar with them and do no t yet appreciate the dif-
ferences among the three types of change or the strategies they each require. Ā ey  

 John ’ s insight that his mindset was limiting his perspective for the orga-
nization tr iggered signifi cant p ersonal in trospection. B y  “ witnessing ”  t he 
impact o f his in ternal r eality o n his decisio ns a nd ac tions as CEO , J ohn 
became very committed to bringing the inner human dimension of trans-
formation in to D etroit Edis on ’ s c hange eff ort. M ammoth tra nsformation 
ensued a t D etroit Edis on, wi th J ohn ini tiating t he wa y t hrough his o wn 
dedicated eff orts to become more consciously aware, change his leadership 
style, and model the transformation he was askin g of his organization. He 
was a model of a leader choosing the diffi  cult but rewarding path of taking 
a conscious approach.  
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will typically attempt classic problem - solving, change - management, and project - 
management techniques, including employee skill training and improving commu-
nications, each of which has value, but is not suffi  cient for leading transformation. 
  Autopilot leaders are not very open to hearing wake - up calls for change, especially 
Levels Ā ree and Four. Most people tend to avoid what makes them uncomfort-
able, and change can make autopilot leaders very uncomfortable, especially per-
sonal change. 

 Autopilot leaders oft en have a str ong denial mec hanism. Ā ey can unknow-
ingly fall into the trap of unconsciously resisting or explaining away the signals for 
change, without even being aware that they are doing so. It is usually the market-
place ’ s heig htened t hreat t o t heir o rganization ’ s sur vival t hat b ecomes t he L evel 
One wake - up call   that the leaders fi nally he ar. Ā e signal , by t his time , is o ft en 
cataclysmic and harsh. Because the signals have been ignored for so long, the situa-
tion is graver than it would have been with an earlier response. Ā e organization is 
fi nally forced to face its transformational reality. Instantly, these leaders can feel out 
of control, resentful, and burdened by the formidable challenge of change they now 
face. Ā ey feel pressure to proceed and immediately want to get through the disrup-
tion as quickly as possible. Ā ey will change because they have to, not because they 
want to. Ā eir primary motivation is to take away the pain and regain their comfort 
and sense of control, as opposed to seeing the situation as an opportunity to create 
a better future. 

 Leaders operating on autopilot attend most ly to the surface symptoms they 
face, inadequately addressing the underlying root causes. Ā eir superfi cial eff orts 
may create temporary relief but, ironically, can also increase the pressure and likeli-
hood for a transformational breakdown because they address neither the systemic 
causes of the upheaval nor provide real change solutions. 

 In their attempts to gain control, these leaders oft en initiate any one of numer-
ous  “ fl avor of the month ”  change programs, hoping that something good will stick. 
Perhaps t he w orst cas e o f t his autopilot approach is f ound in t he s enior ex ecu-
tive w ho returns f rom t he la test ma nagement s eminar or reads t he most r ecent 
best - selling management b ook (e ven t his one) and dec lares to t he organization, 
 “ We are going to re - engineer! ”  (or implement a new EHR, CRM, or ERP infor-
mation technology, do LEAN, in stall self - directed teams, or change the culture). 
In t he b est o f t hese cas es, t he le aders s earch f or s afe, p roven s olutions o r b est 
practices that have worked for other organizations. For example, many autopilot 
leaders design t heir new  organization as a r efl ection of some other organization ’ s 
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solution, hoping that it will w ork for them, too, but it seldom does. Such blatant 
reactive r esponses, no t t hought o ut no r c ustomized t o t he uniq ue needs o f t he 
organization, damage leadership credibility in t he eyes of employees and catalyze 
tremendous — warranted — resistance. 

 Because o f t heir ur gent need f or cer tainty, a utopilot le aders a re p rime t ar-
gets for expert - oriented (content) consulting fi rms who seek out situations where 
their solutions with previous clients can be installed as  “ the answer. ”  With vary-
ing degrees of success, they may attempt to implement changes such as LEAN, Six 
Sigma, business process reengineering, information technology solutions, fast cycle 
time, autonomous work groups, and fl at organizational structures. 

 Are these solutions guaranteed answers just because they worked elsewhere 
under diff erent cir cumstances? C ertainly no t, al though asp ects o f e ach s olution 
can be of tremendous value. Autopilot leaders fall prey to attempting these content 
changes without  consciously  thinking about the fi t with their organization ’ s unique 
circumstances. Ā ey  oft en tell the expert consultants,  “ Just go do it, ”  because again, 
they want the pain to go away. However, a good solution applied to the wrong prob-
lem is still a mistake. A bit of healthy introspection would go a long way to limit the 
negative eff ects of such unconscious reactions. 

 Autopilot leaders oft en recognize the change required in the business ’  strategy 
or organizational design b ut not in t he culture or leadership style — and certainly 
not in t heir o wn b ehavior o r t hinking. Al though a utopilot le aders ma y b elieve 
that personal or behavioral change is needed for the rest of the organization, they 
oft en refuse to acknowledge that they have to change themselves. Ā ey are already 
exceedingly unco mfortable b ecause t heir need f or co ntrol has b een t hreatened, 
and exploring their own mindsets, styles, and behavior furthers that discomfort by 
making them more vulnerable.  Th e unwillingness of autopilot leaders to see that they 
need to transform themselves in order to transform their organizations is o ft en the 
biggest stumbling block to their organization ’ s successful transformation.  

  Impact on Employee Morale 

 Ā e mo rale o f t he employees w ho w ork f or o rganizations r un by autopilot 
leaders is o ft en v ery lo w. We ha ve wi tnessed n umerous si tuations in w hich t he 
employees see the need for transformation and want the company to transform, but 
their leaders either deny the need to change or cannot see the true scope of what 
needs to change or how to make the change happen. Employees on the front lines 

CH004.indd   98CH004.indd   98 8/19/10   8:59:54 AM8/19/10   8:59:54 AM



 Two Leadership Approaches to Transformation    99

directly exp erience t he disr uption ca used b y t heir le aders ’  denial o r inadeq uate 
change plans. Employees can oft en recognize — long before their leaders — that the 
leaders ’  strategies for transformation have little chance for success. Employees feel 
threatened because they believe that their future rests on the organization ’ s ability 
to transform successfully, and they do not see success as a lik ely outcome. Oft en, 
the highest achievers are the most disenfranchised because success is more impor-
tant to them, and they do not feel empowered to make it happen. 

 Autopilot leaders oft en have a command - and - control leadership style and do not 
see how this negatively impacts their employees and culture. Rather than empower and 
engage, their default need is to control people and the change process. Ā is stifl es cre-
ativity and builds resistance in stakeholders. Autopilot leaders seldom realize that they 
are generating this resistance through their change leadership approach and style. 

 Another reason for low employee morale is that their leaders oft en toss numer-
ous unco ordinated a nd unin tegrated c hange eff orts a t t he o rganization wi th no 
context given for why they are needed or a way to integrate them into something 
that has impact. Employees feel like they are spinning their wheels. Ā e y see gaps 
and overlaps between these change initiatives and resent the poor planning and 
duplication of eff ort they require. 

 Perhaps the biggest reason for low morale is t he capacity issues t hat autopilot 
leaders exacerba te w hen t hey add c hange - related w ork t o em ployees ’  alr eady f ull 
plates. Instead of consciously addressing what needs t o be reprioritized, stopped, or 
modifi ed to create capacity for change, these leaders unconsciously assume employees 
can  “ do it all. ”  Daryl R. Conner describes this phenomenon well:  “ When change con-
tinues to be poured into a saturated sponge, the consequences are threefold: (a) morale 
deteriorates; (b) the initiatives that are attempted result in only short - term, superfi cial 
application of the intended goals; and (c) people stop listening to the leaders, who con-
tinue to announce changes that never fully materialize ”  (Conner, 1998, p. 15).   

  THE CONSCIOUS APPROACH 

 First and foremost, conscious change leaders pursue greater self - awareness. 
Ā ey may go to personal development seminars, read books on psychology, medi-
tate, use stress reduction techniques, seek 360 - degree feedback on the impact of 
their leadership style, and perform a host of other intentional activities to increase 
their awareness and management of their mindset and style. 
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 Conscious change leaders are considerate of the internal states of others: what 
they think, how they feel, their values, desires, cares, and motivations. Similarly, 
they nurture their organization ’ s culture and how to evolve it to unleash the full 
potential of their people. Ā ey consider how change strategies, levels of stakeholder 
engagement, met hods and f requency of communication, tra ining p lans, content 
decisions, and everything else in a change eff ort will impact or be impacted by peo-
ple ’ s mindsets and the organization ’ s culture. Ā ey give full attention to the inner 
dimensions, just as they do to the external dynamics. 

 Conscious change leaders are introspective. Ā ey  refl ect on things, and they 
develop the ability to hear their thinking in their own heads. Over time, they dis-
cover t he patterns in t heir t hinking a nd co me t o s ee a nd under stand t he deep -
 seated beliefs they hold about themselves, people, life, organizations, and change 
that govern their choices and outcomes. Ā is enables them to witness the normally 
unconscious mec hanism o f f orming assum ptions in t heir minds a nd p rojecting 
them onto reality as if t hey w ere tr ue. B y wi tnessing t his autopilot f unctioning, 
they are less apt to become trapped by false assumptions, which make them more 
capable of making better decisions and forming eff ective strategies. 

 Conscious change leaders realize that there are perspectives and truths beyond 
what their mindsets allow them to see. Ā ey have biases, beliefs, and assumptions 
about things, but they do no t hold them as ul timate truths. Ā ey pause and take 
a deeper, alternative look, and they are open to other interpretations. Ā ey  know 
their beliefs and assumptions may cause them to misinterpret things or miss vital 
information. Consequently, they ask a cr itical question,  “ Am I s eeing things this 
way because that is how they are, or am I seeing things this way because that is how 
I interpret that they are. ”  Ā is opens possibilities for exploration and discovery that 
leaders operating on autopilot do not have. Autopilot leaders simply believe what 
their minds say is true or right, without questioning it. 

 Conscious change leaders oft en possess greater emotional intelligence. Ā ey  
are oft en more in touch with their feelings and have more understanding of what 
triggers them. Ā is gives them insight into how others feel and builds empathy to 
consider people ’ s feelings in how they lead. Ā is, of course, makes them more eff ec-
tive with people and better able to design c hange strategies that minimize r esis-
tance in stakeholders. It also makes conscious change leaders far more competent 
in leading culture change. 

 Conscious change leaders are better at modeling desired behaviors. Developing 
their inner witness increases their ability to notice and stop their automatic habitual 
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reactions to situations when they call for new transformational behaviors or strategies. 
Ā eir greater self - awareness makes them more eff ective at altering their behavior as 
needed to model their organization ’ s desired culture. 

 Conscious c hange le aders a re b etter le arners. Ā ey s eek ne w met hods a nd 
approaches, and they take feedback well. Ā e y are fl exible and willing to course -
  correct a nd ad just b oth b ehaviors a nd stra tegies as needed . W hile t he le arning 
orientation o f co nscious le aders o ft en le ads t hem t o b reakthroughs, t he denial 
mechanism of autopilot leaders oft en causes breakdowns. Conscious leaders seek 
to get it right; autopilot leaders think they are right. 

 Conscious change leaders are better at innovation. Ā ey are willing and able to 
think creatively and consciously design alternative strategies to respond to dynamic 
challenges of transformation. As new information emerges, they can see it for what 
it is, in terpret it accurately, and create innovative solutions as needed . Conscious 
change leaders thrive in dynamic environments. 

 Our twenty - fi rst century marketplace, with all its content complexities, speed 
of inno vation, a nd eco nomic c hallenges, is b eckoning. Ā e p eople a nd p rocess 
challenges of transformation require our change leaders to increase their conscious 
awareness so they can see the solutions. To paraphrase Einstein ’ s famous quote, we 
cannot solve today ’ s problems with yesterday ’ s worldviews. We must evolve our-
selves and our level of awareness to see how best to evolve our world. And that is 
fundamentally why a conscious approach is so vital. (See Exhibit 4.1.)    

  SUPPORTING OTHERS TO CONSCIOUS 
CHANGE LEADERSHIP 

 Ā e call t o conscious change le adership is ess entially a call t o turn inward, 
introspect, and put your  attention  on your inner a wareness and minds et. It is a 
choice   to use the opportunity of leading transformation to continually grow and 
develop your innermost being, to put your  “ being fi rst. ”  

At this juncture, we assume and hope that you are making this choice to lead 
change consciously. If this is new to you, welcome to the world of conscious change 
leadership!

Ā is choice places you on a personal development path that will generate tre-
mendous insights and possibilities for achievement and fulfi llment.  It is very excit-
ing, rewarding, and freeing in ma ny ways. We know that you will wa nt to share 
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WORKSHEET 

Where Are You in Your 
Change Leadership Development?    

 It is diffi cult to determine where we are in our personal development because the 
measurement is rather complex. All the different aspects of our development —
 emotional, cognitive, moral, interpersonal, spiritual, and so on — progress at different 
paces. Like most human beings, you are likely well developed in some areas and less 
developed in others. 

 From a change leadership perspective, however, there are four simple and practical 
measures to determine the personal foundation you have for change leadership 
capability. These include how you see systems, process, and internal and external 
dynamics, and how often you operate with conscious awareness.  

  SELF - ASSESSMENT 

   SEEING SYSTEMS 

     1.   When confronted with a major challenge, do you automatically look for the solution 
inside the area in which the challenge is occurring, or do you consciously look for 
how the larger system or dynamics outside the immediate area are infl uencing the 
problem? To what degree do you automatically look to the larger system dynamics? 

 Never    Seldom    Sometimes    Usually    Always    

   SEEING PROCESS 

     1.   When planning major change events or interventions, do you automatically focus 
on the near-term needs, or do you consciously take into account how the past 
infl uences the present possibility, and how your desired future requires certain 
present action? To what degree do you think across time? 

 Never    Seldom    Sometimes    Usually    Always    

   SEEING INTERNAL/EXTERNAL 

     1.   When dealing with an external challenge or problem, to what degree do you 
consciously address how your mindset and others ’  mindsets and feelings and the 
organization ’ s culture infl uence the situation and solution? 

 Never    Seldom    Sometimes    Usually    Always    

Exhibit 4.1. Change Leadership Development Assessment

(continued )
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it and assist others to expand their conscious awareness as well. But be careful in 
your initial exuberance about applying your insights about operating consciously 
to anyone other than yourself. People are sensitive about their inner worlds and will 
usually initially resist when others attempt to get in there with them. Be careful not 
to label, judge, or make others wrong if they are operating on autopilot. Do not try to 
change them or coerce them into operating diff erently; for now, simply lead from 
your new perspective and apply what you are learning in this book to yourself.

Our own modeling is t he most p owerful way to infl uence others. Ā e more 
we own the impacts of our own behaviors, the more others take notice of theirs. 
As we overtly name our own assumptions and beliefs, others begin to see their own. 
We can best share the benefi ts of leading change consciously by modeling what that 
looks like to others.

In our own consulting practice, our bias is to provide personal development 
training that includes the “conscious approach” discussion presented in this chap-
ter as pa rt of all o f our transformational change interventions. As you can imag-
ine, the positive outcomes of this level of development set the foundation for truly 
breakthrough results for our clients.

   SEEING CONSCIOUSLY 

     1.   How many times during the day do you pause and consciously witness your 
experience? How often do you  “ pop out ”  of autopilot and into conscious 
awareness? Does this happen at all? Less than three times a day? Ten times? 
Twenty times? Are you yet familiar with the difference in these two states of 
awareness — operating on autopilot and consciously?    

 The answers to these questions will give you a sense of how broad and deep your 
awareness is. Generally, the greater breath and depth you have, the more foundation 
you have for successful change leadership. 

   PERSONAL CHOICE 

     1.   Do you choose to take a conscious approach to change leadership?      

     2.   Why? How is this important to you?              

     3.   What commitments do you make to model this choice and make it real every day?              

     4.   What difference do you think this will make in your change leadership results?                 
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But before you attempt this yourself, go get training in human dynamics and 
how to facilitate personal development. Rely on experts until you do this. Many are 
available but be sure they have facilitated this level of personal inner work in orga-
nizational settings. Personal growth conducted in an organization is very diff erent 
from personal growth conducted in public seminars.

Welcome again to the world of conscious change leadership. We trust you will 
enjoy this journey, feel challenged by it, and appreciate the profound personal and 
professional rewards it will deliver. 

  SUMMARY 

 In this chapter, we introduced the conscious approach to leading transforma-
tion and contrasted it with the more common autopilot approach. We saw how two 
core mental functions, conscious awareness and autopilot, are the sources of these 
two approaches. We revealed how developing conscious awareness will increase a 
change leader ’ s ability to  “ witness ”  what is occurring in transformation, especially 
key people and process dynamics. We discussed four levels of wake - up calls for con-
scious change leadership, suggesting that change leaders must hear the Level Four 
call to transform themselves, which initiates the choice to operate consciously. We 
also addressed the diff erences in the behaviors of autopilot and conscious change 
leaders, showing key benefi ts of leaders taking a conscious approach. We provided 
a simple assessment to identify the personal foundation you possess for successful 
change leadership and an opportunity for you to choose the approach to change 
leadership you will take going forward. We ended the chapter with a simple caution 
about how you engage others in this approach. 

 From the deeply internal perspective of this chapter, we now turn back to the 
external domain. In the next c hapter, we will in vestigate how treating change as 
a strategic dis cipline in t he organization le ads to L evel Five Success—increasing 
change capability.   

  ENDNOTES  

 1. Senge, P., Scharmer C., Jaworski, J., and Flowers, B. Presence: An Exploration of Profound Change 
in People, Organizations and Society. Broadway Business, 2005.   

 2. Wilber, K. Integral Psychology: Consciousness, Spirit, Psychology, Th er apy. Boston, MA: Shambala, 
2000.   
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 3. Variations of this model have been widely used in organization development and human resource 
circles for years. Debate exists a bout the originator, but the most ci ted is N oel Birch of Gordon 
Training International in the 1970s.  

 4. Csikszentmihalyi, M. Flow: Th e P sychology o f O ptimal E xperience. N ew Y ork: H arper  &  
Row, 1990.                             
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C H A P T E R

5
                                          Building Organizational 

Change Capability          

Your s uccess in l ife is n’t base d o n yo ur ability t o s imply change. I t is base d 
on your a bility to  cha nge fa ster tha n y our com petition, c ustomers a nd 
business.

—Mark Sanborn

 By taking a more thoughtful and disciplined approach to change, conscious 
change le aders na turally b egin t o addr ess ho w t hey ca n im prove t heir 

organization ’ s change capability. Their mo tivation is ob vious:  “ If we can pro-
actively increase our results in t his change effort using these approaches, why 
don ’ t we do s o for all our changes for the years to come? ”  They begin to real-
ize that strong change capability is vi tal to their organizations ’  near - term and 
long - term success, a nd they s tart to look for ways to build that capability. In 
this chapter, we will exp lore how approaching change as a stra tegic discipline 
is key to building your organization ’ s change capability. This me ans not only 
building your leaders ’  and internal consultants ’  knowledge and skills b ut also 
the organizational systems and infrastructure that will enable change to be led 
more effectively and consistently.  

CH005.indd   106CH005.indd   106 8/19/10   9:33:34 AM8/19/10   9:33:34 AM



 Building Organizational Change Capability 107

  CHANGE CAPABILITY: A KEY TWENTY - FIRST 
CENTURY COMPETITIVE ADVANTAGE 

 Organizations that excel at change have a co mpetitive advantage. Ā ey  cap-
ture market opportunities; signifi cantly improve their operations; innovate, merge, 
downsize, rebrand, grow, restructure, acquire, and implement new products, ser-
vices, and technologies; improve their supply chain; and perform numerous other 
critical activities better than their competitors who  struggle with change. 

 Change capability est ablishes t he core competency of improving just about 
every aspect of business performance. Conscious change leaders understand this 
and recognize the importance of building their organizations ’  change capabilities. 

Change capability  is the ability of an organization to plan, design, and imple-
ment all types of change effi  ciently with committed stakeholders, causing minimal 
negative impacts on people and operations, so that desired business and cultural 
results from change are consistently achieved and integrated seamlessly into opera-
tions to deliver maximum ROI. 

 Figure  5.1  sho ws ho w b uilding c hange ca pability p ositively im pacts y our 
organization. In the diagram, A Work denotes your core business activities, that is, 
everything your organization does to provide value to customers. B Work is all of 

A
WORK

B
WORK

C
WORK

Core Business Activities: Business
   processes, systems, technology, and so on. 

Change Efforts: Techniques,
  methodologies and strategies
   to improve the organization’s A work;
     all change programs and projects
       intended to improve organizational
         performance

Change Capability: Techniques,
  methodologies, and strategies to improve
    the organization’s B work; Improving
      the way in which we change and
        improve the work of the organization

 Figure 5.1.     The Impact of Change Capability 
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the change eff orts you put into improving A Work, making you or your organiza-
tion the best it can be. C Work is im proving your ability to do B W ork, in o ther 
words, improving your ability to improve, to change. C Work is consciously build-
ing change capability so you continually improve the results you get from change. 
Remember the statistic of the 60 – 70 percent failure rate from change? C Work stops 
the failure and delivers change results.    

 Building change capability requires commitment, resources, and time. It starts 
with increasing executive, management, and employee change knowledge and skills. 
Executives must learn how to sponsor change eff ectively. Change process leaders 
and change team members must develop solid competence in planning, designing, 
and implementing change. Managers must learn how to facilitate change in t heir 
operational areas, including how to engage employees to build commitment and 
ownership of the changes. Workers must learn how to adapt to change, make the 
changes relevant to them, and contribute to successful outcomes. 

 Ā is r equires a s erious co mmitment t o tra ining a nd de velopment, inc lud-
ing real - time change project application that goes beyond the typical classroom. 
Action le arning a nd ongoing f eedback a re cr itical. C ommunities o f practice a re 
vital for coaching, mentoring, and sharing best practices. All of this development 
will improve your track record in le ading change, but a most im portant action is 
positioning change as a strategic discipline in your organization.   

  CHANGE: THE NEW STRATEGIC DISCIPLINE 

 Virtually all key functions in organizations — strategy, fi nance, marketing, sales, 
human resources, and information technology — are set up as strategic disciplines to 
ensure they function consistently at the highest levels possible. Ā ese disciplines, and 
the management protocols that go with them, are crucial to these business functions 
performing eff ectively. In today ’ s organizations, change is as mission - critical as these 
other key functions and must be embraced as suc h. Otherwise, the approaches to 
building change capability will be superfi cial, temporary, and piecemeal, and not pro-
duce the sponsorship, resources, or operational excellence required. 

 We have identifi ed fi ve key strategies so far to creating change as a strategic dis-
cipline: (1) identifying and managing an enterprise change agenda; (2) having one 
common change  process  met hodology; (3) es tablishing a c hange  infrastructures; 
(4) b uilding a stra tegic c hange cen ter o f excellence f or all c hange p ractitioners; 
and (5) creating a strategic change offi  ce. We will describe each in order, although 
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sequence is not implied here. You will quickly see that they fi t together as an inte-
grated approach, where the fi ft h strategy, the strategic change offi  ce, runs all of them. 
Read each description fi rst for understanding, and then consider the  possibility for 
creating each in your organization. You may fi nd that your leaders have an appetite 
for one or more of the disciplines; build f rom there aft er value is demo nstrated. 
Creating a nd mast ering all o f t hese strategies ca n e asily b e a t hree -  t o fi ve - year 
undertaking. (See premium content: Building Change Capability: Leading Change 
as a Strategic Discipline; www.pfeiff er.com/go/anderson.) 

 As we explore e ach strategy, imagine y our organization bringing to change 
a similar level of resources, organization, and strategic attention that it currently 
gives to fi nance, IT, and HR. What greater results would your organization be pro-
ducing from change with this level of executive commitment, practice, and capabil-
ity in place? 

  1. Enterprise Change Agenda 

 An en terprise c hange ag enda na mes t he most im portant c hange ini tiatives 
required to execute your organization ’ s business strategy. Its purpose is to capture 
and integrate the major changes underway or planned in your organization, ensur-
ing t heir stra tegic relevance t o b usiness success. I t may o r may no t inc lude less 
signifi cant changes underway or planned, depending on your capacity to monitor 
them. Its intent is to focus on mission - critical changes for the enterprise as a whole 
and its primary businesses. 

 You may be familiar with project portfolio management — a method for col-
lectively managing a group of current or proposed projects. While similar in con-
cept, the enterprise change agenda is owned by the senior executives and designed 
to addr ess t he o rganization ’ s stra tegic c hanges. I ts f ocus r emains hig h - level —
  appropriate t o ex ecutive oversight. Ā e specifi cs o f p roject ob jectives, timelines, 
resource r equirements, r isks, a nd in terdependencies a re ha ndled b y a s trategic 
change offi  ce (if you create one), project change leadership teams, and other mech-
anisms wi thin y our o rganization ’ s c hange inf rastructure, des cribed la ter in t his 
chapter. If you have a project portfolio offi  ce t hat serves the executives, the enter-
prise change agenda can be tailored as an extension of it. 

 Consciously establishing an enterprise change agenda counteracts the pervasive 
chaos,  “ project of the month, ”  and costly capacity issues that leaders inadvertently cre-
ate by initiating untold numbers of changes and pet projects. Ā e agenda ensures that 
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adequate attention is gi ven to prioritizing projects, aligning them to what is needed  
to im plement b usiness stra tegy, en suring ca pacity a nd adeq uate r esources t o suc-
ceed, and minimizing the negative impacts on operations and the people who have to 
implement the changes while doing their  “ day jobs. ”  Establishing an enterprise change 
agenda en sures t hat c hange do es no t g et o ut o f co ntrol in y our o rganization a nd 
enables greater strategic oversight and accountability for priority changes. It also helps 
the leaders weave a cohesive story to communicate to stakeholders and the workforce 
about where all of the change activity is leading and what it needs to produce. 

 Ā e agenda assists your organization and executives to ensure fi ve critical suc-
cess requirements: 

     1.   Ā e chan ge eff orts ha ppening ar e the rig ht o nes t o fu lfi ll yo ur b usiness 
strategy.  

   Identifying all eff orts enables you to stand back and assess priorities against 
both your business strategy and your resources.    

     2.   Ā e eff orts are prioritized, organized, assigned, and paced in the optimal way.  
   Each change eff ort is a p iece of your organization ’ s overall change strategy. 

Looking objectively at the whole picture reveals whether the picture is realis-
tic, complete, and possible within a given timeframe. It also allows you to see 
where there may be confl icts, overlaps, interdependencies, or opportunities 
for integration and coordination.    

     3.   Ā e organization has the capacity to actually carry out — and succeed in —
 these changes.  

   Defi ning the entire change agenda is the only way to obtain realistic data on 
capacity, including workload, stamina, capability, and the best use of your in -
 house change resources.    

     4.   You ar e e ff ectively ma naging yo ur ext ernal co nsultants t o help w ith the 
range of change eff orts underway.  

   Ā e agenda enables an enterprise look at the use of these resources, and sup-
ports leveraging them, coordinating them, and ensuring you have all o f your 
needs covered to produce your outcomes in the most cost - eff ective and timely 
ways without duplication, loss of strategic oversight, or excessive expenditures.    

     5.   Your change eff orts are aligned to support your desired culture.  
   Most if not all c hange initiatives on your agenda will have an impact on the 

organization ’ s c ulture a nd b e a ff ected b y le adership sty le a nd co mpetency. 
Coordinated, overt a ttention t o c hanging c ulture a nd realigning le adership 
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style in  each  eff ort is es sential t o p roducing a nd sust aining o verall c ulture 
change and collective tangible results from these critical eff orts.      

 Ā e o rganization ’ s c hange ag enda is b uilt b y iden tifying c hange ini tiatives 
currently under way o r p lanned in f our ca tegories, f rom t he most stra tegic t o 
operational: 

  Strategic importance to business success  
  Enterprise-wide impact  
  Functional or business - line specifi c  
  Operational requirement    

 You iden tify t he c hange ef forts wi thin e ach ca tegory, c luster t hem t o 
assist with prioritization, review your available resources and contracted ser-
vices, and ascertain if you have adequate capacity for the change efforts within 
each level. 

 The cr eation o f t he en terprise c hange ag enda typ ically f ollows o n t he 
heels of the organization ’ s strategic planning process and precedes your opera-
tions planning cycle. Because new change efforts may arise in any of the catego-
ries throughout the year, you must revisit the agenda periodically to ensure that 
it is still relevant and accurate. Having one executive oversee the agenda and 
coordinate its use and accuracy throughout the year is the best way to ensure it 
supports economies of scale and minimal negative impact on the organization. 
Organizations t hat have large autonomous business uni ts have e ach business 
create a nd mo nitor i ts o wn c hange ag enda, aligned wi th en terprise r equire-
ments. This makes reporting on each business unit ’ s annual change priorities, 
progress, and resource usage very easy. These issues can and should be added 
to your scorecard. 

 Ā e ag enda is als o t he basis f or le aders decidin g how t o allo cate t he o rga-
nization ’ s in - house change - related resources to the highest priority eff orts. Ā es e 
resources and services might include project management, organization develop-
ment, change management, LEAN management, training and development, quality 
improvement, and so on. Ā ey also include the change leaders and team members 
you t ake f rom o perations. Ā e us e o f r esources a nd o versight o f t he en terprise 
change agenda can be handled by creating a strategic change offi  ce, described later 
in this chapter. 

◗
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 In most organizations, the decision to establish the discipline of an enterprise 
change agenda belongs to the senior executive team. Ideally, you would  recognize 
its value before its absence overwhelms the organization. Consider the following 
Case - In - Point.   

 Exhibit 5.1 provides an assessment to identify the need you have for establish-
ing an enterprise change agenda and the degree of benefi t it will provide you. It asks 
you to identify the number of major initiatives you have going on, which  indicates 
your basic need for this strategy. It then asks you to assess your organization against 

 CASE - IN - POINT    

 We worked with a f ederal government agency that was under going a major 
transformation. We began our work with an Executive Change Lab, a o ne -
 and - a - half day session where the senior leaders were briefed on the require-
ments of leading transformation and determined their risk of failure. One of 
the outcomes of the session was a ma pping of their existing change eff orts. 
Ā ree t hings b ecame c lear as a r esult o f t his ex ercise. Fir st, t hey had o ver 
40 initiatives on their  “ priority ”  list, which had been honed down from 100. 
Secondly, many of these eff orts were good ideas, but not driven by the imme-
diate needs of the agency ’ s transformation or its mandate. Ā irdly, they had 
nowhere near the capacity to address these eff orts successfully and maintain 
their operational standards. 

 Ā e executives created an enterprise change agenda of seven top transfor-
mational priorities and focused their attention on the success of these. Ā ey  
were able to staff , train, and support these eff orts to be successful. In the three 
years since t his work, their change agenda has ena bled them to review and 
adjust each year as new priorities have surfaced and change eff orts were com-
pleted. Ā eir success catalyzed them to initiate a formal process for adding to 
or reducing their enterprise agenda, resourcing the initiatives, and monitor-
ing progress and ongoing capacity. Ā is has had huge positive impact on their 
agency in t erms o f f ulfi lling t heir ma ndate o f ac hieving ci tizen o utcomes, 
employee engagement, and morale. More results have b een produced with 
better effi  ciency and us e of resources. Ā ey have als o created a n umber of 
the change infrastructures we discuss in this chapter, all to their organization ’ s 
change leadership benefi t.  
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 Exhibit 5.1. Enterprise Change Agenda Needs Assessment    

WORKSHEET

 How many major* change efforts are underway in your organization or planned to 
begin within six months?   ______ *( Major  refers to scope, complexity, impact, necessity, 
scale, and demand for signifi cant resources and capacity.) 

 Consider the implications of having the number of major change efforts you have: 

   <  5: no need for an enterprise change agenda  

  5 to 10: slight need  

  11 to 15: moderate need  

  16 to 20: high need  

  Over 20: critical need    

 Rate the following statements using a scale of 1  - 5, where 1  �  Strongly Disagree 
and 5  �  Strongly Agree.   

_____     1.    We effectively use mechanisms to identify and track all of the signifi cant 
change efforts in our organization.  

_____     2.    We effectively use a process to ensure that we have the right change efforts 
to deliver our business strategy.  

_____     3.    All changes currently underway are necessary to executing our business ’ s 
strategic direction.  

_____     4.    Our change initiatives are sponsored and resourced according to their 
priority.  

_____     5.    We effectively use a mechanism to identify and assess our organization ’ s 
capacity to succeed with all our changes while continuing to operate 
effectively.  

_____     6.    We have the capacity to undertake — and succeed in — the key changes 
currently underway without major negative impacts on people and 
operations.  

_____     7.    Our operational plans refl ect the requirements and demands these changes 
have for the organization.  

_____     8.    We have and effectively use a formal protocol for adding/dropping/
modifying/reprioritizing initiatives on our agenda as priorities shift.  

_____     9.    We have an effective process to ensure that high priority changes get 
resourced ahead of low priority ones.  

_____     10.    We are effective at managing resource expenditures to ensure best and 
highest use across the organization.  

  _____   11.    We are effective at managing our in - house change - support expertise and 
services to ensure best and highest use across the organization.  

(continued)
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fi ft een criteria that describe the benefi ts an enterprise agenda can produce. Ā es e 
criteria refl ect the fi ve success requirements of having an agenda described earlier. 
Your data—the amount of change you have occurring and the potential benefi ts 
you are currently realizing or not—will determine how important having an enter-
prise agenda would be to your organization right now. 

Engage your executives in this exercise and discussion. First, have them complete 
it individually; then compile the numbers, average them, and review your results collec-
tively to determine the value of establishing and working an enterprise change agenda.

    2. Common Change Process Methodology 

 We a re no t sur prised w hen w e do c hange audits f or c lients a nd dis cover t hat 
they have multiple change methodologies being used across their organization. Oft en, 

© 2011, Pfeiffer, An Imprint of John Wiley & Sons

 Exhibit 5.1. Enterprise Change Agenda Needs Assessment   

WORKSHEET (continued)

  _____   12.    We know how many external consultants are on contract to work on our 
various change efforts and in what capacities.  

_____     13.    Our current change leadership capability is what it needs to be to produce 
the desired results from these changes.  

_____     14.    We have and effectively use a mechanism to review the fi t of our culture to 
produce needed results from change and to identify how we need to alter our 
culture to do so.  

_____     15.    We use an effective mechanism for raising issues like pacing, resources, 
competition, cultural impacts, people issues, technology, and any other 
topic that may inhibit our organization ’ s change results.    

_____    Total

 Scoring: Add your scores. Your total score reveals the potential benefi t of formally 
creating and actively using an enterprise change agenda. 

  15 to 30: Extreme benefi t potential, especially if you have more than ten major 
initiatives occurring. Formalize your enterprise agenda right away.  

  31 to 45: Signifi cant benefi t potential; creating your agenda is critical if you have more 
than fi fteen initiatives occurring.  

  46 to 60: Moderate benefi t potential; you may be able to expand what you are 
already doing to better handle your needs, unless you have over 20 initiatives.  

  61 to 75: You already have much of what you need.     
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when new leaders come into an organization, they bring their familiar approaches with 
them. Some models address start - up, some people issues, s ome just implementation, 
some en gagement, a nd s ome co mmunications. All a re p ieces o f t he overall p icture 
that a change process methodology needs to provide. Intentional or not, these  various 
change models, concepts, and terms end up competing and confl icting, confusing both 
employees and change leaders who work on multiple eff orts, making it very  diffi  cult 
to coordinate across initiatives and measure progress in common terms. 

 We must also note the organizations that have no distinct approach to change 
at all. With each change eff ort, they reinvent their process, waste enormous eff ort, 
oft en create greater confusion, and lose all opportunity to learn from and expedite 
their changes. Ā e absence of a shared process model is costly. 

 A common change process methodology overcomes these challenges and pro-
duces many positive outcomes that you cannot achieve with multiple approaches to 
change, such as the following: 

  Increasing c hange capability, t hrough a co mmon language, skill s et, process 
roadmap, and tool kit  
  Sharing best practices across initiatives because of shared approaches  
  Sharing work products across change teams to increase speed; for example, multiple 
initiatives borrowing from a standard template for writing their cases for change, 
designing their change solutions, or creating their implementation master plans  
  Moving people to diff erent change teams with rapid start - up and little disruption  
  Collaborating eff ectively across functional areas on enterprise-wide initiatives  
  Managing capacity  
  Integrating initiatives to minimize overlaps and gaps and reducing impact on 
the organization  
  Communicating eff ectively to stakeholders about all key change eff orts  
  Monitoring progress of diff erent initiatives  
  Using a phase gate approach to decision making and resourcing    

 Using a common change methodology across your organization is critical to 
building c hange capability. We will dis cuss c hange process met hodologies more 
extensively in Chapter  Eight . Our companion book,  Ā e Change Leader ’ s Roadmap , 
describes Being First ’ s change process methodology in great detail. You can also get 
more information at  www.changeleadersroadmap.com .  

◗
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  3. Change Infrastructure 

 Change inf rastructures are st andard str uctures and practices for designing, 
implementing, and monitoring your organization ’ s change eff orts. Ā e y underlie 
the work, making i t c lear, consistent, and manageable. All stra tegic f unctions in 
your organization have such inf rastructures. Ā ink about your IT, fi nance, mar-
keting, o r HR f unctions. Ā ey all ha ve st andard p ractices, met hods, t emplates, 
and ways of ensuring high - level performance and outcomes. Ā ose methods and 
practices are structured, overt, accessible, understood, and used. Each of the pro-
fessionals in t hose functions are trained and held acco untable for applying those 
standard practices to their areas of responsibility. Over time, those  “ infrastructures ”  
are refi ned and developed to produce best practices to ensure the highest results. 
Ā is is all p ossible b ecause t he met hods and practices are common to e veryone 
engaged in that function. 

 Ā e purpose of developing change infrastructures is iden tical to these other 
strategic disciplines: to support your organization to deliver results f rom change 
by establishing and using overt, commonly used structures and practices that opti-
mize change execution, accelerate time - to - results, and build capacity. Once estab-
lished, these infrastructures become the baseline for people to increase their change 
leadership eff ectiveness. Ā ey provide a foundation for building your organization ’ s 
change capability. 

 Change infrastructures include standard roles, templates, and methods for gov-
erning your change initiatives, as well as common practices for setting up, orches-
trating, and overseeing their eff ectiveness. When you establish a common change 
process methodology, it will b ecome your most signifi cant change infrastructure. 
For example, in our change methodology — Ā e Change Leader ’ s Roadmap — each 
task can become a change infrastructure because it provides guidance on best prac-
tices for executing that task. Our clients use these to standardize and optimize how 
their change leaders and consultants then apply them. Over time, these become best 
change practices for their entire organization. Standard change tasks are included 
in the following sample list of change infrastructures:

  Sample C hange I nfra str uctur e Elements 

  Standard practices for creating your case for change  

  Standard templates for building change strategy  

◗

◗
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  Standard c hange g overnance, inc luding r oles, t eam c harters, a nd decisio n 
making  

  Standard conditions for success and ways of measuring success  

  Standards f or c hange co mmunication p lans a nd st akeholder en gagement 
strategies  

  Expectations and methods for rapid course correction  

  Expectations a nd r equirements f or m ultiple p roject in tegration ( “ air tra ffi  c 
control ” )  

  Change leadership competencies: skills, knowledge, behaviors, and mindsets  

  Roster o f b est practices a nd c hange t ools f or all k ey t asks in y our co mmon 
change process methodology  
  Universal support mechanisms for communications, feedback, and informa-
tion management, such as intranet sites, project soft ware, and communication 
protocols    

 Make k ey c hange inf rastructures kno wn a nd a vailable t o a nyone in volved 
in le ading c hange in y our o rganization. H owever, b eware o f t he f ear o f ma n-
dated s tandards. L eaders a nd c hange co nsultants ca n ea sily balk a t th e idea o f 
standard a pproaches unless y ou demo nstrate t he wis dom in usin g t hem. M ake 
the enterprise benefi ts overt, and engage users in helping develop and refi ne your 
 infrastructures. Ultimately, your change leaders and consultants should  “ own ”  these 
infrastructures and be held accountable for making them  “ best - in - class. ”   

  4. Strategic Change Center of Excellence 

 Many organizations have internal change consultants. Ā ese professionals are 
found in diff erent departments in diff erent organizations, including organization 
development, o rganization eff ectiveness, c hange ma nagement, q uality, p rocess 
improvement, LEAN and Six Sigma, IT, HR, and project management. Each adds 
its own value in its own way, depending on the discipline. 

 Ā e most co mmon s cenario w e s ee in o rganizations is t hat le aders call o n 
these s ervices w hen t hey happen t o s ee a need , o ft en t oo la te in t he p rocess t o 
ensure c lear f oresight o r p revent p redictable p eople o r p rocess p roblems. M any 
leaders, operating on autopilot, simply do no t see the need v ery oft en, and when 
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they do, miss signifi cant opportunities for how best to apply these talents. Most of 
the existing services off er a piece of what is needed, but challenges arise because no 
one is looking aft er all of what is needed. To make matters worse, these resources 
oft en compete among themselves to be engaged on major change eff orts. Ā e end 
result is that the organization does not get its full value from these resources. 

 Consider: W ho has t heir e ye o n t he o rganization ’ s stra tegic c hange needs? 
Who keeps conscious, proactive attention to ensuring t hat t he organization s ets 
up i ts mission - critical change eff orts for success f rom t he very b eginning? Who 
oversees that the level of change expertise needed is b eing developed and used in 
the best way? Who ensures that there is eff ective collaboration among these vari-
ous change resources for the good of the change eff orts and the entire enterprise? 
Someone must, or breakthrough results can never occur. 

 Ā ese issues a nd t he co mplexity, cost, a nd p otential b enefi t of enterprise 
transformation have generated a need f or a  Strategic Change Center of Excellence . 
Ā is Center of Excellence is comprised of the organization ’ s major change support 
resources, many of which were listed previously. Likely, your organization has all of 
this consulting expertise in place, at its headquarters and in its business lines. Ā e 
Center is a way of organizing, networking, and training them for the best and high-
est use. It need not house all of these resources; rather, it supports them, accesses 
them, and develops them. Ā e Center ’ s charge is to create a  “ new breed ”  of change 
consultant, de voted t o t he o verall success o f t he b usiness, no ma tter w hat t heir 
expertise or where they live in the businesses. 

 Ā e Center can play several value - added roles: 

  Provide the central pool of the most highly skilled consulting resources for use 
on major change eff orts.  
  Determine complementarities and ensure consistency among all of the change 
resources and their approaches, thereby providing the best and most aligned 
guidance on change.  
  Provide temporary or  “ loaned ”  resources where the organization most needs 
them.  
  Be a vehicle for developing the highest level of change leadership and consult-
ing that the organization needs to succeed.  
  Identify, build, teach, and use the organization ’ s change process methodology 
and change infrastructures on major change eff orts.  
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  Identify, build, and distribute best change practices.  
  Pilot new change practices before rollout.  
  Provide  “ case management ”  learning clinics and showcases for others (consul-
tants and leaders) during any phase of change.  
  Help address cross - boundary/cross - business integration needs relevant to pro-
ducing the highest results from change.  
  Help match resources to demand and b e a v oice for change capacity reality 
checks.  
  Surface cr itical r isk fac tors, issues, a nd needs f or course correction f rom all 
levels of the organization engaged in major changes.  
  Advocate for realistic conditions for success on how changes are set up and led.  
  Input to and look aft er changes in culture and leadership style aff ecting key change 
eff orts ’  success, including coaching executives as they lead their change eff orts.    

 Ā e Center ’ s consultants advise and support the executives in c harge of the 
enterprise change agenda and can be a central resource within the strategic change 
offi  ce (SCO, described later), strategic planning, or HR. Ā eir function is to provide 
the best resources and services on major change eff orts — for start - up, change strat-
egy development, planning, design, implementation, and consultation on the mul-
tiple project integration requirements among all p riority initiatives. Ā e y ensure 
eff ective stakeholder engagement and change communications. Ā ey also input to 
and facilitate essential course corrections to the change agenda and its priorities, 
and work toward creating full organizational alignment in t he design a nd execu-
tion of all change eff orts in support of the business strategy. 

 Ā ese consultants also provide high - level change education and coaching for 
executives, change sp onsors, and le aders. A cr itical role t hey can play is t o help 
identify the organization ’ s past practices and patterns that inhibit its ability to suc-
ceed in c hange. Ā ey can use change history audits to surface this data and then 
work with key executives to determine how to prevent these negative practices and 
embed better ways to oversee change. 

 Ā e Center can be structured and run in a n umber of ways. It is a co nvener, 
organizer, developer, and orchestrator. It can host p eriodic face - to - face meetings 
and trainings, work virtually, provide Web - based education and support, and use 
an interactive intranet site for meeting, learning, project or issue tracking, logistics, 
and communications. When working on key change initiatives, Center consultants 
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will partner with business line or headquarter change sponsors to provide the best 
change consulting from the very beginning of the eff ort, which is the heart of stra-
tegic change consulting. 

 Ā e Center ’ s role, in whole or in part, is a necessary investment in ensuring that 
your organization can actually achieve results and create the value it needs from its 
most important change eff orts over the long term. Building strategic change con-
sulting expertise within such a S trategic Change Center of Excellence is t he next 
edge of organization de velopment and change management. It expands t he role 
and p ositioning o f t hese s ervices t o f ocus o n t he o rganization ’ s most im portant 
changes, using and teaching the strategic disciplines for change the organization 
chooses to create. Ā e Center is one of the fi rst steps that you should consider in 
creating change as a strategic discipline because it builds on your  current expertise 
and successes in leading change and takes them to new  levels — levels required for 
breakthrough results. Because the Center works as a network and does not require 
changes in organization structure, it might be the best place to begin. (See premium 
content: Upgrade Your Organization Development and Project Management Staff  
to Strategic Change Consultants; www.pfeiff er.com/go/anderson.)  

  5. The Strategic Change Offi ce ( SCO ) 

 Approaching change as a strategic discipline to build superior change capa-
bility all co mes together in est ablishing a stra tegic change offi  ce. Ā is is a p io-
neering concept that we have yet to see in f ull application. A f ew of our clients 
are experimenting with aspects of this function. Others are becoming more and 
more interested in i t and s eeing i ts p otential value. We b elieve est ablishing an 
SCO r epresents t he c urrent c utting edg e o f c hange dis ciplines — a wa ve o f t he 
future that will become more common over the next decade. We introduce it here 
because it is a key strategic discipline for ensuring results from change, managing 
your enterprise change agenda, building superior change capability, and sponsor-
ing your Strategic Change Center of Excellence. As you read about this function, 
imagine having an SCO in y our organization and its impact on change results, 
change leadership, and change capability. 

 Ā e SCO is a senior executive function that oversees the success of change across 
the entire enterprise. It is led b y the Chief Cha nge Offi  cer (CCO), who sits on the 
executive team. Ā is enables the SCO to be positioned to ensure that major change 
initiatives are t he r ight ones to dr ive t he business strategy, advocating for w hat is  

CH005.indd   120CH005.indd   120 8/19/10   9:33:54 AM8/19/10   9:33:54 AM



 Building Organizational Change Capability 121

needed to maximize results on these mission - critical initiatives, and ensuring strong 
change capability throughout the organization.

Ā e SCO is the primary vehicle for making change a strategic discipline in your 
organization. It is responsible for building and monitoring your organization ’ s enter-
prise change agenda, raising the priority level of the oversight and support of change 
from s omewhere do wn in t he o rganization — usually in a P rogram M anagement 
Offi  ce — up t o t he  “ C ”  S uite. I t als o p romotes co nsistent a nd r ightful us e o f y our 
change p rocess met hodology a nd c hange inf rastructures, ho using y our S trategic 
Change Center of Excellence, which enables it to access the best resources, services, 
and methods for every phase of change. 

 Ā e SCO does not  “ own ”  all of the priority change initiatives; it creates the con-
ditions for them to be optimally successful. Ā e SCO leader and consultants partner 
with the executive sponsors of key initiatives to support those leaders to accurately 
scope a nd la unch t heir c hange eff orts successf ully. Ā e ex ecutives s till o wn th e 
 decisions a bout w hat needs t o c hange to im plement t heir b usiness p riorities a nd 
the strategic decisions about how they are run. But instead of simply naming change 
projects and handing them off  to their line organizations, the executives fi rst engage 
with the SCO. 

SCO consultants work closely with each executive sponsor to create a c hange 
strategy t hat cl arifi es c hange g overnance, p otential in tegration wi th o ther ini tia-
tives, s cope, pace , a nd a tr ue p icture o f t he r esources a nd time r equired f or t he 
change e ff ort t o deli ver o n i ts p romise. Ā e SC O als o hel ps ass ess t he im pact o f 
the change on current operations and people, so other executives can know early on 
what impacts they will ha ve to deal with and when. Ā e SCO then secures profes-
sional change support from the Strategic Change Center of Excellence, the organi-
zation ’ s content experts, and/or external resources to defi ne and mobilize the eff ort 
according to its priority, desired outcomes, resourcing, and requirements. 

 Ā e SCO enables change leaders and project team members to have far greater 
access t o t he ex ecutive sui te w hen cr itical issues emer ge. B eing kno wledgeable 
about all the large change eff orts in the organization, the SCO can more easily get 
the right senior leaders to engage in key strategic change issues, such as the impacts 
of taking on any new change, how it will or will not tax capacity and resources, what 
priority and level of urgency it has, what organizational activities can be stopped or 
modifi ed to address capacity constraints, issues with external consultants, and what 
will be required of the executives collectively to ensure results. Ā e SCO has t he 
authority to get the executives ’  attention when any changes — or the organization ’ s 
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capacity to deliver on them — are at risk. With this intelligence, the executives have 
far more capability to ensure the eff ective implementation of their own individual 
initiatives, enterprise-wide eff orts, and, more importantly, the organization ’ s collec-
tive business strategy. 

 Recall that successful change leadership requires competent attention to the 
three key areas of content, people, and process. Typically, executives focus on con-
tent and delegate the people and process issues to others. Ā e SCO ensures that the 
change leadership teams of the major initiatives build change strategies that can 
deliver the best  content  solutions, and simultaneously engage  people  in the change 
process in such a way that they develop commitment, ownership, and skill in imple-
menting the desired state eff ectively. Ā e SCO is not in charge of any content deci-
sions but infl uences the  change process  so it generates the best content solution and 
proactively handles the people and cultural dynamics to deliver on it. It contains 
the organization ’ s highest change process expertise, including how to deal with all 
of the people requirements from the beginning of the eff ort. Ā is is key to the SCO 
providing its strategic value as a standard - setter and an advisor to executive change 
sponsors. Ā e SCO advocates for the importance of people and process, and places 
both on par with content, which is what makes establishing an SCO so critical to 
your organization ’ s success with change. 

 Ā e SCO is als o in c harge of ensuring that the organization has t he change 
capability that it needs to succeed at long - term change. It partners with your train-
ing functions — in particular with your corporate university, executive, and manage-
ment development groups — to ensure the right change training and development 
occurs at all le vels of your organization, for all o f the groups who have a r ole in 
making change successful. 

   Functions and B enefits of the  SCO  

     1.    Ā e SCO can increase speed and lower the cost of change.  Every executive 
wants change to happen faster, with less fi nancial and human cost. Establishing 
the SCO supports those results. Ā e SCO is t asked to ensure that each new 
change fi ts within your enterprise change agenda. It reduces duplication of 
eff ort; en sures t hat t he o utputs f rom o ne p roject fl ow s eamlessly as timel y 
inputs to others; ensures eff ective integration and pacing across projects; and 
stops competition and clashes among them. It increases people ’ s understand-
ing of the big picture of change and how all change eff orts work collectively to 
implement the organization ’ s business strategy, thus lowering resistance and 
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building commitment in st akeholders. Ā is alignment speeds up change by 
removing so many classic barriers to implementation.  

     2.    Ensures ma jor cha nge eff orts ar e dir ectly lin ked t o b usiness str ategy.  
Ultimately, all major change is strategy execution; the primary reason you do 
change is to enable implementation of your organization ’ s strategy and goals. 
With the SCO leader at the executive table co - creating the business strategy 
and overseeing your Enterprise Change Agenda, this link is ensured. Each of 
the other executives, including the other  “ chief offi  cers, ”  relies on the oversight 
of the SCO and the competency of the Strategic Change Center of Excellence 
to support them to successfully launch and implement their major changes. 
Ā e SCO helps ensure the success of  their  changes to achieve the organization ’ s 
collective business strategies and goals.  

     3.    Ensures the En terprise Change Agenda is appropriate, realistic, and v ital   
  to identifying and driv ing the rig ht strategic changes.  As described previ-
ously, the SCO plays the oversight role for ensuring that the organization has 
the r ight c hange eff orts in p lace t o b e s uccessful a nd has t he ca pacity a nd 
resources to succeed in them.  

     4.    Ensures yo ur o rganization has the c apacity t o su cceed in its agenda  ’ s 
change eff orts.  F ar t oo o ft en, t he ex ecutive t eam ini tiates ma jor c hange 
eff orts without assessing whether the organization has t he workload capac-
ity to succeed at the changes without negatively impacting people or opera-
tions. Ā is is especially true if you do not have an Enterprise Change Agenda. 
Always remember this: All internal resources for change are borrowed from 
operations, so there is always some level of impact on operations. How much 
impact can you tolerate? How much impact will y our changes have? With 
the SCO, the  “ get real ”  conversations about capacity can happen among the 
executives b efore t hey ini tiate major c hanges, no t la ter w hen t hose eff orts 
are spiraling out of control, operational goals are not being met, or your best 
 talent is burning out.  

     5.    Ensures ex ecutive acco untability f or p roactively l eading chan ge eff orts 
until full ROI is achieved.  A major source of failed change is change sponsors 
not s eeing changes through. Ā ey delegate responsibility and go on to ne w 
things before the changes have been fully absorbed into operations and are 
delivering their full ROI. Sometimes leaders reduce resources too early; other 
times, they quit championing, monitoring, and holding p eople accountable 
for an eff ort ’ s full success. Ā e SCO, linked to the executive team, minimizes 
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these  shortcomings. Ā e SCO does not run the change eff orts; it oversees their 
eff ectiveness and integration, ensuring their optimal results.  

     6.    Ensures that top change eff orts get priority selection of staff  and resources.  
With executives fully informed about the purpose and role of all major change 
eff orts in executing strategy and achieving key goals, the resource allocation 
conversation becomes much more pragmatic and hard - hitting. With the SCO 
facilitating, they can talk through the trade - off s around staffi  ng and resourc-
ing to ensure each eff ort gets its proper due. Ā ey can take a stand against  “ pet 
projects ”  that bleed off  resources and capacity needed for higher priorities. 

 Oft en, executives commit to a signifi cant enterprise transformation, as in 
cultural transformation or ERP implementations, but months later when they 
must provide necessary resources from their organizations to the change, they 
balk. Ā ey s ay,  “ I ne ver agr eed t o t hat ”  o r  “ I didn ’ t kno w y ou w ould wa nt 
 those  people. ”  Ā e SC O ca n en sure f rom t he b eginning t hat all  executives 
understand t he do wnstream r esource im plications o n t heir o perations o f 
any  enterprise change and then hold them accountable at those later dates to 
 earlier  commitments made to support the change. Ā is causes the executives 
to listen more completely when enterprise eff orts are being discussed and pro-
duces deeper commitments that will sustain when challenges arise.  

     7.    Ensures eff ective course corrections.  With the SCO at the executive table hold-
ing a place on the executive agenda, course corrections are more easily made. Ā e 
required executive discussions regarding the trade - off s, costs, and benefi ts of dif-
ferent scenarios in r esponse to emerging dynamics can occur more thoroughly 
and in a timely manner to generate alignment and a sustainable course of action.  

     8.    Ā e SCO owns your change process methodology, change infrastructures, 
and b est chan ge p ractices, and ensur es eff ective diss emination o f thes e 
throughout yo ur o rganization.  W ith f ocused co mmitment t o a co mmon 
methodology a nd c hange le adership st andards, ex ecutives a nd line c hange 
leaders can more readily build superior change capability.  

     9.    Ā e SCO houses your Strategic Change Center of Excellence ,  and     ensures 
effi  cient access and b est us e of your organization ’ s change exp ertise and 
resources.  Ā e SCO does not necessarily house all of the resources that may 
be required for a change to succeed; it may simply know where they are and 
how to access them as needed. It has a dotted - line relationship to the myriad 
types of expertise and resources in the organization, and it has the authority 
to mobilize the right resources and skills for any given change that it supports. 
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Ā e consultants who live inside the SCO include master - level change consul-
tants. Ā ey should be trained as highly skilled consultants to your line execu-
tives, being the super users of your common change process methodology and 
champions of your best change practices and infrastructures.    

 Consequently, t he SC O m ust b e st aff ed b y p eople w ho under stand ho w 
to scope and prepare for all typ es of change and how to bring the right people 
together so change is set up for success from the beginning. Ā e SCO can request to 
hire more of these resources to ensure adequate capacity and capability. People 
and process resources are usually tougher to secure and are far less developed in 
most organizations than their content counterparts. Ā e following list shows peo-
ple and process expertise that may be needed for any type and size of change. 

   People and Pr o c ess Ex per tis e 

  Build the case for change.  
  Establish shared vision.  
  Scope change accurately.  
  Develop change strategy.  
  Design change governance.  
  Address le adership minds et a nd s tyle r equirements; de velop a nd le ad 
 leadership breakthrough processes.  
  Develop stakeholder engagement and change communication strategies.  
  Create change initiative integration strategies.  
  Coordinate the logistics of projects.  
  Conduct organizational assessments for content designs, readiness, and 
capacity to change.  
  Conduct impact analysis.  
  Create culture change strategies.  
  Provide organization development; team building; new team start - up.  
  Deliver change leadership development and executive coaching.  
  Audit and measure individual change eff orts.  
  Develop rapid course correction systems.  
  Deliver HR support services.  
  Provide plans for and/or facilitate key meetings.      

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗
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    10.    Ā e SCO oversees the best use of external consultants.  Managing change -
 related vendors is a very high - leveraged use of the SCO. Ā e SCO can create 
preferred vendor relationships with the various types of external experts your 
organization needs. It can be particularly helpful in selecting contractors for 
the full range of services that support your change agenda. It can align the 
external consultants with your internal resources, coordinate eff orts across 
multiple consulting fi rms, and renegotiate agreements and deliverables to 
better serve your needs as they change over time. Ā is oversight can greatly 
reduce f ees, co nfusion, a nd r edundancies, as w ell as en sure t hat ext ernal 
fi rms deliver their services in ways that align wi th your organization ’ s cul-
tural r equirements, co mmon c hange p rocess met hodology, a nd c hange 
infrastructures.  

    11.    Ā e SCO can oversee enterprise culture change and leadership style strate-
gies.  Given that so many strategic initiatives require the organization ’ s culture 
and leadership style to change, enterprise oversight of this complex and sensi-
tive imperative can be eff ectively provided by the SCO. Cultural transformation 
requires a multi - pronged approach, touching most areas of the organization. 
Success requires master - level skill and attention. For all the reasons stated, the 
SCO can be the best facilitator of cultural transformation. Not the owner, but 
the facilitator! Ā e executive team must own culture change, just like they own 
content decisions. Ā e human resources department has a h uge role, but in 
many organizations, they are not positioned to own culture change either. An 
SCO/HR partnership is cr itical to support executive-owned culture change. 
Ā e areas of responsibilities between them must be diligently negotiated. With 
both the EVP of HR and the SCO leader at the executive table, they can have 
the appropriate infl uence on the executives to be models of the new cultural 
mindsets, behaviors, and norms.    

 12. Ā e SCO ensures that your organization takes an in tegral v iew and p ro-
motes a co nscious a pproach t o (chan ge) l eadership. Ā es e fi ve strategies 
for creating change as a s trategic discipline will b ring benefi t to your orga-
nization. B ut r eal b reakthrough ha ppens w hen t hey a re f ounded o n t he 
wisdom o f o perating co nsciously a nd a pproaching o rganizational p erfor-
mance and change from an integral perspective. We know of no better initial 
starting point to  champion this approach enterprise-wide than through a for-
mal SCO structure. Ā e  positioning of the SCO, and in pa rticular the Chief 
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Change Offi  cer, can infl uence leadership throughout the organization to wake 
up, operate more consciously, and unleash human potential throughout the 
organization.

  Leading the  SCO : The Role of the Chief Change Offi cer 

 Ā e head of the SCO is the Chief Change Offi  cer (CCO), who is a mem ber of 
the executive team and ultimately in charge of creating change as a strategic discipline 
for the organization. Ā is puts the SCO in its proper place in your organization, on 
par with your chief strategy, chief fi nancial, chief information, and chief technology 
offi  ces. P lacing change leadership in the executive suite — where it belongs — secures 
all of the benefi ts provided earlier in the  “ Functions and Benefi ts of the SCO ”  list.  

To get the full benefi ts of conscious change leadership described in t his book, 
your CCO will need to embrace, model, and eff ectively promote a conscious, integral 
approach to transformation. He or she will need to be—by their own will and choice—
a conscious change leader themselves. Ā ey will need a level of personal development 
that enables them to champion these ideas successfully with their executive peers and 
throughout the organization. Ā ey will need to model a conscious approach.

 Creating a CCO role will require an adjustment in your organization ’ s execu-
tive ranks. Because this role does not typically have line authority, the person in it 
must have strong infl uence skills and full legitimacy. Ā e role, and the SCO, must 
be s een as ad vocates f or corporate success, no t as t he  “ change p olice. ”  Our fi rst 
CCO met wi th confusion about his r ole b ecause his p eers only understood line 
authority, not this type of  “ people, process, and standards ”  authority. Ā ey had not 
made the mindset shift  necessary for this to work. Ā e senior team must have the 
 foundational understanding of the value of the SCO, and of conscious change lead-
ership, for this approach to take hold. Ā is understanding can be aided by generating 
accurate data about the real risk factors the organization has in leading — or failing 
to lead — its strategic changes. Performing a c hange audit can generate this data. 
Ā e best scenario is that you can proceed in this direction before your  organization 
faces a major crisis in change and that this can be done in a co nscious, proactive 
way, not as a reaction to failure. 

 Creating a SC O is a b old move. S ome of our c lients have est ablished t heir 
enterprise change agenda and then ensured that change project leaders have access 
to the executives when issues o f pacing and capacity surface. Others have estab-
lished a change oversight function or Center of Excellence that supports strategic 
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initiatives in their use of Ā e Change Leader ’ s Roadmap methodology. Others have 
established key change infrastructures and published best change practices. 

An example of a less formal approach to the SCO function is occurring with
one of our hospital system c lients. Ā ey have est ablished a p erson (not a s enior 
executive, but one le vel down) w ho oversees many of t he f unctions of t he SC O 
without naming them. She just does the work. Over the course of three years, she 
has demonstrated to the executives the strategic advantage of being smarter about 
how they defi ne and lead their key changes. She does not have much staff  but does 
have infl uence over the use of the organization ’ s change - related resources and their 
use of Ā e Change Leader ’ s Roadmap methodology. She guides the change initia-
tive leads and the senior Change Leadership Team ’ s work, and surfaces key issues 
of pacing, change strategy, capacity, and timing. So without a title or a department, 
she accomplishes many of the important functions of the SCO. Her level of infl u-
ence with the senior team is unique and grows with every critical course correction 
she names and oversees. Over the next decade , we expect that a ma jor aspect of 
our consulting will be helping visionary companies develop an SCO and a Strategic 
Change Center of Excellence, and that the CCO role will become more common. 

 If you establish an SCO or CCO, please let us know about your experience and 
outcomes. We would appreciate adding your insights to our research.    

  SUMMARY 

 Developing c hange ca pability r equires a signifi cant in vestment in tra ining 
and developing people, but it also requires building the organizational infrastruc-
tures, systems, and processes that support change execution. Ā is means treating 
change as a stra tegic dis cipline wi thin your organization and giving i t t he s ame 
type of study, standards, and application you give to other strategic functions such 
as fi nance and HR. In this chapter, we addressed fi ve key strategies for establishing 
change as a strategic discipline to build your organization’s change capability. 

 We introduced the enterprise change agenda as a vehicle for executives to cre-
ate a strategic — and realistic — view of the change priorities they require for business 
success. We discussed the benefi ts of using a common change methodology across 
your organization. We described the various elements of a c hange  infrastructure 
that can drive best practices and consistency in the leadership of all of your change 
eff orts. We discussed the value of a stra tegic change center of excellence, the ser-
vices it would provide, and why it is the next evolution for how OD, OE, and change 
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management consultants ca n contribute t o t heir organizations. L astly, w e intro-
duced t he SC O and t he role of t he C CO as a s enior - level f unction chartered to 
ensure that the organization has the capability, conditions, and vehicles to succeed 
in its mission - critical change eff orts. All o f these strategies push the envelope of 
change leadership, and all of them drive toward greater leadership attention to con-
sciously succeed at change. 

 Conscious change leaders embrace building change capability as an outcome 
of their work. Ā ey integrate the activities required into the normal course of lead-
ing t heir c hange eff orts, co nsciously usin g t heir c hange p rojects as la boratories 
of development for all in volved. Ā ey build and use their organization ’ s strategic 
change infrastructures and systems to continually expand their organization ’ s abil-
ity to change successfully, always seeking to improve the way their organizations 
improve. And most of this moves conscious change leaders far beyond the realms 
of change management.  

  SECTION ONE SUMMARY 

 We are at the close of Section One: A C all to Conscious Change Leadership. 
Ā roughout this section, we have been building an understanding of what conscious 
change leadership entails beyond traditional change management. Fundamentally, 
conscious change leadership is a bout how to achieve breakthrough business and 
cultural r esults, w hile  simultaneously  b uilding su perior c hange ca pability in o ur 
organizations (Success Levels Ā ree, Four, and Five). 

 So far in our discussion, we can conclude that concious change leaders:   

  Are accountable for both business and cultural outcomes, and pursue break-
through results in each.  
  Know t he typ e o f t heir c hange eff ort and build a c hange strategy sui ted for 
that type.  
  Integrate attention to content and people into one unifi ed change process.  
  Address all seven drivers of change to pursue the full scope of change required.  
Take an integral vie w, attending to all q uadrants and le vels. In t heir change 
processes, they attend to individual mindset and behavior as well as collective 
(organizational, team, and relational) culture and systems.
  Integrate ways to build change capability into their change initiatives and their 
organizations.  

◗

◗

◗

◗

◗

◗
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  Approach change as a stra tegic discipline, building where possible organiza-
tional infrastructures, functions, and systems to support that end.  
  Choose to operate consciously, intentionally turning inward to become increas-
ingly self - aware of their own mindset and autopilot functioning in ho w they 
lead their change eff orts.  
  Choose to grow personally to become better models of the changes they are 
asking of their organizations.    

 Fundamentally, co nscious c hange le aders need a t horough under standing 
of both how human beings function and the change process so they can unleash 
the human p otential in t heir organizations as t hey go t hrough change. We now 
turn to Section Two: People Dynamics, where we will explore Chapter  Six , Human 
Dynamics: From Resistance to Commitment; Chapter  7 , Ā e Role and Impact of 
Mindset; and Chapter  Seven , Ā e Role and Impact of Culture. We will t hen take 
this comprehensive understanding of people into Section Ā ree: Process Dynamics, 
and apply it to designing change processes that deliver extraordinary outcomes.                    

◗

◗

◗
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C H A P T E R

6
                                  Human Dynamics: From 

Resistance to Commitment           

Understanding human needs is half the job of meeting them. 
—Adlai Stevenson

 In Section One, we presented the possibility and hope of achieving breakthrough 
results from change. In this section, we go deeper into the key lever for delivering 

those results: people. Our intent is to help you avoid the common mistakes regarding 
people that we outlined in Chapter  One , as well as help you capitalize on more of the 
change capability you currently have in your organization. Our discussion will look 
at how people function from the perspective of individual mindset and behavior, 
as well as collective culture. We will look  “ under the hood ”  to discover what makes 
us behave and act as we do. For conscious change leaders, this is vital information. 
We like to think of this as practical psychology.  “ Practical ”  because understanding it 
leads to greater outcomes from change. And you won ’ t need a degree in psychology 
to apply these insights. We draw on Being First ’ s  Leading the Human Dynamics of 
Change  and  Self Mastery  training programs for this information. 

 Ā ere are four very compelling reasons to become competent in le ading the 
human dynamics of change: 

     1.    Better chan ge r esults:  F rom t he most p ractical r esults - oriented p erspec-
tive, conscious change leaders attend to human dynamics because they need 
 people to be fully committed and contributing to the positive outcome of their 
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change eff orts. Rule #1 as it relates to human dynamics in change is  the greater 
the c ommitment is i n yo ur pe ople, t he g reater t he r esults w ill be f rom yo ur 
change eĀ orts . Breakthrough results only become possible when you unleash 
the human potential in your organization in extraordinary ways.  

     2.    A more committed and aligned workforce/healthier workplace:  Happy and 
committed people are more productive; they learn and adapt faster than resis-
tant, defensive, and angry people.  

     3.    More susta inable o perational p erformance:  C hange e ff orts supported by 
committed p eople have less nega tive impact o n o perational ex cellence a nd 
cause less wear and tear on the organization.  

     4.    Greater change capability:  Your organization will become more change ready 
and capable, more able to quickly adapt and respond to emerging dynamics in 
your market, and more able to capture market opportunities others miss.    

 Our in vestigation o f h uman d ynamics is all in t he co ntext o f ho w w e ca n 
minimize resistance and maximize commitment in each change initiative we lead. 
To t his end , w e will exp lore t he f ollowing in t his c hapter: (1) t he co mplex a nd 
multi-dimensional nature of human b eings and how it requires our attention to 
go b eyond mere intellectual approaches; (2) t hat we e ach have b oth an ego and 
a higher self, and that both must be addressed to eff ectively engage stakeholders; 
(3) t he co re needs t hat infl uence le vels o f r esistance a nd co mmitment in st ake-
holders; (4) the emotional transitions stakeholders go through during change; and 
(5) t he mo ment f or e ach o f us w hen r esistance shift s t oward co mmitment, t he 
dynamics of this transformational shift , and how to support it in ourselves and oth-
ers. All of this will take us beyond change management into the deeper reaches of 
human excellence that conscious change leadership catalyzes.  

  PEOPLE ARE MULTI-DIMENSIONAL 

 We are all comprised of a body, emotions, mind, and soul. Our bodies are all 
similar but uniquely diff erent. We all ha ve bones, muscles, skin, in ternal organs, 
and vascular, neurological, and endocrine systems. All of our lungs breathe air, and 
all of our hearts pump blood. In the end, our bodies turn into the same dust. 

 We all ha ve a simila r palette of emotions—fears, doubts, gr ief, anxieties, as 
well as ha ppiness, joy, and love—yet we express these emotions in uniq ue ways. 
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We all have minds that have an ego, conscious and unconscious functions, beliefs 
and worldviews, ideas, and opinions. And we all have a soul, a spiritual  element that 
connects us to something greater than ourselves. Based on diff erences in cultural 
and religious beliefs (mind), we may use diff erent words to describe our soul and 
our God, but universally, across humankind, the majority of people acknowledge 
that Spirit exists, and is a part of who we are. 

 All four dimensions are interconnected, interdependent, and form one inte-
grated system. Ā e state of each dimension mirrors the others, so when there is a 
change in one dimension, the others also change. For example: 

  When we perceive (mind) something as a threat, and our emotional and physi-
cal states change: We become afraid and our hypothalamus initiates a sequence 
of nerve cell fi rings and chemical releases of adrenaline, noradrenalin, and cor-
tisol; our heart rate goes up, blood is shunted away from our digestive tract and 
directed into our muscles and limbs.  
  When we feel inspired (soul), and our emotion turns toward joy, our thoughts 
become positive, and our body secretes  “ happy ”  hormones.  
  When we eat too much sugar, and our mind gets unclear; our body energy fi rst 
goes up, then down.    

 We can shift  our whole system in a positive direction with a positive interven-
tion in one area. If we change our perception and see the threat as neutral, our physi-
cal and emotional state will change. When we smile instead of frown, our emotional 
state is uplift ed in a matter of seconds. If we stop slouching and stand more upright 
and robustly, we immediately feel more capable. 

 Ā ese four dimensions — body, emotions, mind, and soul — form the basis o f 
who each person is. When we were born, we were not given a manual for how this 
incredible miracle called t he human being works, but it does. Regardless of what 
continent we were born on, what religious beliefs our parents had, or what color 
our skin is, for each of us, these four dimensions have similar laws, principles, and 
 “ mechanisms ”  that govern their functioning. How much do w e each understand 
these human dynamics? Who taught us and helped us develop this understanding? 
Is it complete and accurate? What more can we learn, and how would we apply that 
new wisdom to make the transformational change eff orts we lead more successful? 
From our perspective, the more we understand human dynamics, the more we can 
unleash our potential and support others to do the same. 

◗

◗

◗
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 Each of us has an ego (mind) and a being, or higher self (soul). Understanding 
these two core functions is vital to developing insight about human dynamics and 
behavior. Let ’ s explore each in turn. 

  Ego 

 A fundamental function of our mind is the ego. If you do an online search, you 
will fi nd many defi nitions of the ego. Here is a simple, direct, and practical way of 
thinking about the ego.     

 Ā e ego is o ur sense of individual self, distinct from everything else; it is o ur 
personal s elf, o ur s ense o f  “ I ”  t hat g enerates in us a p erspective t hat w e a re 
 “ in here ”  and everything else is  “ out there. ”  It conjures our personal identity —
 unique, diff erent, and separate from the rest of reality and everyone else.   

 Ā e ego has gotten a bad rap in many circles. Some people treat it as something 
to overcome or get rid of, but we need a strong and healthy sense of self to lead a 
productive life. It is not that the ego is bad, but simply that it must be managed and 
developed like all other aspects of ourselves if we want to excel. 

 Ā e purpose of the ego is to establish our unique identity and sense of self by 
creating b oundaries b etween us a nd e verything els e. Ā e primary b oundary t he 
ego cr eates is  “ this is me  ”  a nd  “ that is no t me . ”  Here I a m. Ā ere y ou a re. Ā is 
primary boundary of self/not self establishes the inner p erspective of separation 
between us and everything else. Ā is sense of separation is fundamental to how the 
ego experiences life. When the ego says,  “ I, ”  it refers to  my  thought,  my  idea,  my  
need,  my  desire,  my  want. Ā is is m y position; that one is no t. I a m a D emocrat, 
not a Republican. I am a meat eater, not a vegetarian. I am a blue collar worker, not 
a white collar professional. But are all of these personal identities and labels really 
me? Are they  who  I am, really? Are they the essential me? 

 A core function of the ego is to protect us, to keep our unique self physically 
alive and psychologically feeling good about ourselves. Ā e ego generally hates fail-
ure because failure makes us look bad. To the ego, failure is psychological death, so 
it attempts to avoid it at all costs. 

 Ā e core tool of the ego in a voiding failure is f ear, otherwise known as t he 
fear of failure. Ā e ego uses fear to protect us f rom failure in three primary ways. 
First, it can drive us toward success by generating in us extreme dedication, focused 
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concentration, disciplined practice, and one - pointed perseverance to achieve goals. 
Fear - based dedication can deliver great success but oft en at a price, such as work and 
family life imbalances, stress - related diseases, myopic self - interest, and  loneliness. 
Over time , t he ego creates a s ense of identity and minds et around t his success - 
oriented way of being, such as the following: 

   “ I am a hard worker. ”   
   “ I never give up. ”   
   “ Success is more important than relationships. ”   
   “ I am always the one carrying the load. ”     

 Ā is identity then becomes a major piece of who we are. 
 Ā e ego ’ s second way of using fear of failure to protect us causes us to avoid 

situations where failure is a possibility. Ā e problem with this strategy is that great 
opportunity usually exists in t hese situations. We have to take the risk to get the 
gain, but with this orientation, our ego keeps us out of the game to protect us from 
the potential failure that exists there. With this way of being, the ego creates a self -
 identity and mindset that sounds like the following: 

   “ I am not a risk - taker. ”   
   “ I don ’ t like new situations. ”   
   “ I don ’ t go fi rst; I let others lead. ”   
   “ I avoid being put on the spot. ”     

 Our behavior then revolves around this identity. 
 Ā e ego ’ s third way of using fear is to cause us to hold back our eff ort (perfor-

mance) so if we do fail, it has an excuse. It can tell itself,  “ I would have succeeded if I 
had really tried. ”  Ā e fear, doubt, or anxiety it produces in a challenging or diffi  cult 
situation are its excuses for not achieving. Ā e personal identities in t his orienta-
tion become something like the following: 

   “ I try hard but it never works out. ”   
   “ Oh well, at least I am a person who gives it a shot. ”   
   “ I could have done better. ”     

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗
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 Another notorious strategy the ego uses to protect us from feeling like a failure 
is blame. It blames both people and external circumstances, stating things like the 
following: 

   “ We would have met the goal if Bill and his team had done their jobs. ”   
   “ If i t weren ’ t for our competitor ’ s ne w product, we would have hit our s ales 
numbers. ”     

 With this ego orientation, it then relies on fi nding external reasons why things 
are not going as well as hoped. 

 Ā e identity the ego creates for who we are becomes the central organizer of 
everything in o ur lives. Each of us has a b lueprint in o ur unconscious minds f or 
who t he ego s ays we are, and most o f our decisions and ac tions stem f rom t his 
picture. As conscious change leaders who introspect, we can begin to spot our ego ’ s 
identity by paying attention to the stories it tells. Listen to your internal voice when 
things do not go right. You will fi nd a consistent story that you are telling yourself, a 
consistent way your ego makes sense of its  “ reality ”  and how you fi t in it. Ā is story 
is your ego ’ s identity, but is it really you? 

 Our egos create problems for us through the various dysfunctional ways it 
plays out our identities and seeks to protect us from failure. For example, Dean 
once worked with a professional tennis player who was trying to break through 
to a signifi cantly higher level world ranking. Her ego kept  “ stopping her ”  in key 
matches. She would get ahead and then lose in the last set. By turning inward and 
listening to the previously unconscious stories in her mind, she realized that she 
was holding back because she did no t want the other person to lose. Her ego ’ s 
conditioning had i t wired that it was a b igger failure for her t o make someone 
else look bad than it was for her to look bad. Her ego identity was,  “ I am a per-
son who does not cause discomfort for others. ”  Ā at is a nob le trait in cer tain 
situations, but not on the tennis court — if your intent is to win. Aft er she repro-
grammed this conditioned ego response (only as it applied to tennis, of course), 
she started winning more matches, and her world ranking went up. Our ego cre-
ates all kinds of unique defenses to live out its identity and keep us feeling good 
about ourselves. What are yours? 

 Our ego functions as o ur inner j udge and generates our conditioned ways of 
responding to reality, based on what it believes is right or wrong, good or bad. Ā e 
playing fi eld of the ego is the mental, emotional, and physical planes, where  duality 

◗

◗
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rules; for example, this feeling is good to have, that one is not; this idea is right, that 
one is wrong; this circumstance is good, that one is bad. And as we know from our 
earlier discussion, aft er the ego judges a situation or phenomenon, our minds, bodies, 
and emotions all respond accordingly. Ultimately, where the ego places the bound-
ary of what is good and should be included, and what is bad and should be excluded, 
generates our thoughts, feelings, and behaviors in any situation. If it judges a circum-
stance as bad, then our thoughts, feelings, and actions all refl ect that position. 

 Ā e ego  “ fi ghts or fl ights ”  whatever it perceives as bad in order to keep things 
good for us. If someone challenges your idea in a meetin g, you may fi nd yourself 
lashing out at that person in defense or withdrawing in a sulk and participating less. 
Your identity as a  “ competent leader ”  has been attacked, and your ego is responding 
accordingly. 

 Ā ese fear - based, fi ght or  fl ight eg o r eactions o ccur o n a utopilot. Ā ey  
 happen automatically and unconsciously. For example, if fa ilure occurs in your 
functional area of responsibility, you may automatically and unconsciously jump 
in and start telling staff  what to do to  fi x it. As an isolated event, this may not 
present a p roblem, b ut if y ou a re in a c ultural tra nsformation tr ying t o b uild 
more empowerment in your organization, your behavior and modeling may set 
your team ’ s progress back. Our ego needs to be monitored constantly for whether 
its automatic and unconscious conditioned responses fi t the situation and pro-
mote the positive outcomes we seek. Ā e more we understand our ego, the more 
easily our conscious awareness can spot these reactions before they derail us. 

 Ā e ego is oft en called the  “ false self  ”  because it generates an illusory sense of 
identity based on its desires and fears. It feels good when its desires are being met, 
which keeps its identity intact, and badly when they are not. Ā e reference to  “ false 
self  ”  suggests that we have another more authentic self that exists beyond the realm 
of desire, e valuations, and judgments. Is there more to us t han our ego ’ s desires 
and labels — something deeper that is more essential? Ā e fact that we can observe 
and be consciously aware of our ego ’ s wants, desires, and positions about things 
reveals that something other than those wants, desires, and positions exists within 
us. What is it that is beyond your ego? Are you aware of it?  

  Being 

  Being  is the unbounded, unconditional Self of pure awareness within us. It is 
our internal witness, the observer that can watch our ego or mind in action. Being 
is our authentic self, the Self beyond our ego ’ s desires, wants, and  attachments. It is 
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our connection to that which is greater than our personal or ego identity. It is the 
link between our separate self and Spirit. Being is another name for our soul. 

 Where the ego operates in t he gross, conditional world of body, mind, and 
emotions, our being is o f the subtle, spiritual dimension. It is t he unconditional 
awareness within us that is present to all things. As such, being does not judge. It 
holds no right or wrong. It simply observes and witnesses, accepting without com-
mentary whatever condition reality is manifesting. Where our ego generates think-
ing and judgment about reality, being is pure awareness of reality. 

 Regardless o f cir cumstances o r o ur eg o ’ s j udgment a nd st ory a bout t hem, 
being is steadfast. Anytime we become consciously aware, there being is, ever pres-
ent. It does not fl uctuate, think good or bad thoughts, or have good or bad feelings. 
It simply is; always available and always accessible. 

 Being is t he s ource o f b reakthrough a nd t he f oundation o f p ersonal ex cel-
lence. It transcends the ego ’ s bounded and constrained perspectives and opens new 
doors of possibility. It is o ur deep s ense of centeredness that enables us t o move 
outside our ego ’ s comfort zone. It is t he calm wi thin us t hat we sometimes fi nd, 
and always rely on w hen we do, in t he middle o f stress or breakdown. B eing is 
the source of our intuition and the quiet voice or hunch inside that leads us t o a 
solution we could not previously see. It is t he source of the courage we have felt 
to persevere through extremely diffi  cult times. B eing is t he fl ow of awareness we 
experience when performing eff ortlessly and things get extraordinarily clear. It is 
the source of the tender, heartfelt moments we experience when observing a baby 
sleep, or listening to the birds sing in a q uiet refl ective moment, or talking late in 
the night with a friend in need. Being is where we are operating from when we real-
ize our full potential in anything. 

 Ego ignores being because it cannot comprehend it and because being threat-
ens ego ’ s existence. As you de velop your inner wi tness through obs ervation and 
engaging conscious awareness, being reveals what your ego ’ s attachments and con-
ditioned ways of perceiving are — not  truths  as ego would have you believe, but  per-
spectives  that may or may not be accurate or useful in any given situation. 

 Being  “ holds the space ”  for everything else, regardless of what it is and whether 
our ego judges it as positive or negative. It does not react but rather accepts  whatever 
shows up, bringing a neutrality and centeredness that enables us to  better discern 
the r ight r esponse in a ny c hallenge. L acking emo tional r eactiveness, o ur b eing 
enables clear conscious awareness of what is and identifi cation of what actions are 
called for to deliver desired outcomes. 
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  Leaders operating on autopilot are controlled by their egos and are relatively out 
of touch with their beings . Ā eir responses to situations are governed by their ego ’ s 
identities and conditioning, by what makes them feel okay, and by what preserves 
their sense of (false) self. Ā eir ego ’ s conditioning creates the story of what they 
believe and perceive. Ā eir ego ’ s  “ positions ”  are their only positions. Ā e voice in 
their head is their only voice. Ā eir ego ’ s wants, desires, and judgments are relatively 
fi xed the way they are — immovable and making change diffi  cult. 

  Conscious c hange le aders a re m ore i n t ouch w ith t heir bei ngs a nd a uthentic 
selves . Ā ey access t heir being through their enhanced conscious awareness. Ā is 
engages more of their potential, and makes them more fl exible and able to operate 
outside of their conditioned styles. It empowers them with more choices. In trans-
formation, where the change process is nonlinear and answers are emergent, oper-
ating from our being is far more trustworthy than only having access to our ego. 

 Transcending ego limitations to operate more oft en from our being is key to 
our success as a change leader. Ā is level of personal development makes conscious 
change le aders b etter le aders o f p eople. L et ’ s lo ok at how t his relates t o helping 
us manage core needs — in ourselves and others — so we minimize r esistance and 
maximize commitment in our change eff orts.   

  CORE HUMAN NEEDS 

 We each possess six primary core needs (see Exhibit  6.1 ), all of which can be 
triggered by events in transformational change. We each have all six needs to some 
degree, but one or two are always dominant and drive the majority of our behavior. 
You could say that these one or two are where we live internally most oft en. Ā ey  
represent our  “ hot buttons, ”  our most sensitive issues as human beings. When our 
core needs are threatened, we react to protect ourselves. When we are emotionally 
hurt or upset — or resistant — it is usually because one or more of these core needs 
have been triggered by events around us.   

   Definitions of Cor e Needs 

   Security : Needing t o f eel s ecure a nd p hysically a nd emo tionally s afe, ca red 
about.  

   “ I need to know things will be okay. I need to feel physically and emotion-
ally safe, without threat. ”     

◗

❍
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 Exhibit 6.1. Core Human Needs      

  Security  
  Inclusion and Connection  
  Power  
  Order and Control  
  Competence  
  Justice and Fairness     

 

◗

◗

◗

◗

◗

◗

   Inclusion and Connection : Needing to be invited to join the group, be part of 
what is happening and in relationship with others.  

   “ Will I be on the team that is doing this work or overlooked as a result of 
this change? Will I keep my relationships intact? Will I be selected? ”     

   Power : Needing to have direct infl uence over the outcome and process of the 
change; needing things to go as I want; needing to maintain power or infl uence 
as a result of the change.  

   “ Will I lose power through this change, or will I ga in it? Will I be able to 
infl uence things to go the way I want? ”     

   Order and C ontrol : Needing to know what is going on at all times a nd have 
things be predictable, structured, and planned; needing logic and order in the 
change, with minimal surprises.  

   “ I need a clear plan so we know what is happening and can minimize dis-
ruptions and chaos. ”     

   Competence : Needing to feel capable, eff ective, skilled, and right.  
   “ Will I be able to perform and succeed in the new organization and be seen 
as competent and   ‘in the know  ’? Will I get adequate training before I am 
held accountable to produce? ”     

   Justice and Fairness : Needing things to be fair and equitable.  
   “ Will the decisions of this change and their implications for me be just and 
equitable? Will politics or nepotism rule over fairness and equality? ”       

Ā ese six core needs (First Tier) are ego needs, the ego ’ s way of feeling okay, 
and t hat all is g ood. I n tra nsformation, w hen o ur eg o p erceives t hat t hese co re 
needs will be met, then it judges the change as good. When our ego perceives they 
are at risk, then we believe that we have a problem.

◗

❍

◗

❍

◗

❍

◗

❍

◗

❍
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 HOW WE DISCOVERED CORE NEEDS     

 We came to identify these six core human needs after a number of years doing 
extensive work with our clients on their core beliefs as they went through 
 various forms of our  Self Mastery, Leading the Human Dynamics of Change , 
and  Executive Team Development  and  Coaching  programs. The same core 
issues kept surfacing for people across race, level in the organization, and per-
sonality type. After a number of years, we saw that people ’ s core needs fell 
within these six categories. 

 Then we discovered the work of Clare Graves and his  “ Level of Existence 
Theory, ”  and the work of Don Beck and Christopher Cowen, two of Graves ’  
dedicated students who evolved Graves ’  work into their Spiral Dynamics 
model.  1   These researchers found that people across cultures operate from 
different value systems or worldviews, which they call  memes  (rhymes with 
themes). They  differentiate eight worldviews, six in what they call First Tier, and 
two in Second Tier. The six in First Tier corresponded signifi cantly with the six 
core needs that our fi ndings produced. Our research base was approximately 
2,000 people; theirs was 50,000 worldwide. We were convinced we had a 
glimmer into a fundamental fact of human existence and that as pragmatists, 
we could apply this key understanding:  These six core needs are operative in 
people going through change and need to be attended to in order for change 
efforts to succeed . 

 While these needs are universal among people, how they manifest and the 
degree to which they are present and felt can be culturally and socially biased. 
We acknowledge that we are discussing core needs here from our own  Western   
mindset and culture. If you are of a different nationality, please adapt these ideas 
to fi t your culture ’ s norms and understandings. But also know that these core 
needs have been researched and found to be present across cultures. It is how 
they are expressed that is culturally infl uenced.    

 Change, especially transformational change, because of i ts chaotic, nonlinear, 
and  “ march into the unknown ”  nature, frequently triggers these core issues in people. 
When unresolved, t hey manifest as r esistance. You may he ar p eople  disagreeing 
with t he dir ection o f t he c hange, s ee t hem no t co ntributing t o i t, o r s ee t hem 
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 intentionally trying to sabotage it. Sometimes, they just disagree with the direction 
or content of the change. But usually, under their resistant behavior is an unresolved 
or threatened core need, a fear that the change will lead to bad results such as (1) not 
being safe; (2) not being included or connected; (3) losing power; (4) being out of 
control; (5) being seen as incompetent; or (6) not being treated fairly. 

 Ā ese ego reactions are almost always unconscious. Sure, people feel and 
express them, but the source of their uneasiness is almost al ways unconscious. 
Ā ey a re no t a ware t hat t heir eg o is f earful t hat o ne o f t heir co re needs will  
not get met. Operating on autopilot, they simply resist and think that the  “ bad, 
 misdirected ”  change is their valid reason for reacting negatively and not commit-
ting. Ā ey blame the external situation for their internal resistance, not  realizing 
that i t is s elf - generated b y t heir eg o ’ s co re needs. Ā  is unco nscious eg o r eac-
tion usually keeps them from accurately perceiving the positive aspects of the 
change eff ort. 

 People operating consciously, with a fair amount of self - awareness, will real-
ize that their resistance is self - generated as a consequence of one of their ego ’ s core 
needs b eing tr iggered. B ecause they are b etter able to connect with the neutral-
ity and centeredness of t heir own b eing, t hey will b e able to s ort out for t hem-
selves if they are resisting something  “ out there ”  (content) that is valid to resist, or 
whether they are simply afraid  “ in here ”  that something their ego does not want 
might happen. 

 Core needs can generate positive and negative responses — commitment and 
resistance — depending on a s takeholder ’ s perspective, conditioning, and what is 
happening to the stakeholder in t he change. As a c hange leader who is a ware of 
these human dynamics, you can help  “ manage ”  people ’ s resistance by attending 
proactively to their core needs. F or instance, if p eople with a hig h ego need f or 
power are taken out of the decision - making loop or not given any choice about 
their future, they will predictably react negatively. But if you ask for their input to 
decisions, they will feel they have more power over their fate and be more  positive 
about the change. Similarly, if you put people with a high ego need to be seen as 
competent into unfamiliar, visib le roles t hat t hey are not yet prepared for, t hey 
will b e very concerned about fa iling and looking bad publicly — and will resist. 
However, if y ou let t hem know well in ad vance that they will r eceive signifi cant 
training a nd coac hing a nd t he time t o le arn t heir ne w r esponsibilities b efore 
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 Exhibit 6.2. How You Might Inadvertently Trigger Core Needs 

  SECURITY   

  A large percentage of employees have received termination  “ pink slips, ”  and you have not 
told those remaining anything about their futures.  

  You communicate that if people do not get on board with this change quickly, they will be 
let go.  

  You announce a downsizing without any other information.     

  INCLUSION AND CONNECTION   

  You do not ask for people ’ s input on matters that are important to them, especially if you 
have had an ongoing work relationship with them.  

  You move people to new work teams where they know only a few people.  

 

◗

◗

◗

◗

◗

being held acco untable f or hig h p erformance, t hey will f eel fa r mo re p ositive 
about the change. 

 Remember this: If people fear (even unconsciously) that their core needs will 
not get met, you will see resistance. If they believe that their core needs will get met, 
you will s ee greater commitment. Change leaders operating on autopilot tr igger 
resistance in s takeholders by inadvertently designing change processes that tr ig-
ger that resistance. Conscious change leaders, with their deeper understanding of 
people, intentionally design c hange processes t hat build commitment by overtly 
planning actions that enable stakeholders to see that their needs will get met. Ā e 
results between the two are night and day. So, rather than have your own ego react 
negatively t o st akeholder r esistance, en gage y our b eing a nd accep t t heir natural 
reaction. And t hen p ut in p lace c hange stra tegies t hat minimize a nd neu tralize 
their resistance and turn it toward commitment. 

 Exhibit  6.2  outlines typical examples of change leadership behavior that trig-
gers stakeholders ’  core needs and the resistance that goes with them. Review them 
as examples of what to avoid.   

 When you are creating your change strategy and plan, think about the core 
needs your key stakeholder groups have, particularly the targets of your change. 
While the mix o f every individual ’ s core needs ma y b e diff erent, you will no tice 
themes or g eneralizations o f t he needs wi thin a ny gi ven st akeholder group. For 

(continued) 
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  You create an exclusive group of people to help shape the change and exclude many 
others for no apparent reason.  

  You avoid responding to people who make requests of you.     

  POWER   

  You announce position changes without warning.  

  You change your normal decision - making process without notice for key decisions 
affecting the outcome of your change effort.  

  You reorganize, shifting people ’ s relative power in the organization, and provide no clarity 
about the infl uence authority of people ’ s new roles.     

  ORDER AND CONTROL   

  You engage people but provide no direction for their work.  

  You provide no change roadmap or process plan to stakeholders impacted by the change.  

  You do not make the impacts of the content changes overt, and people are left to worry 
about how they might be negatively affected.     

  COMPETENCE   
  You impose a change that requires new skills or knowledge and do not provide adequate 
training or learning time before people are held accountable to perform in the new 
system.  

  You place key leaders in very visible new roles requiring their immediate action with no 
room for error or course correction.  

  You lay the expectation for accomplishing this change in a very short time period on top 
of people ’ s already excessive workloads.      

  FAIRNESS AND JUSTICE   

  Without explanation, you overlook people with seniority or expertise when staffi ng new, 
higher positions.  

  You decide to split up long - standing work teams with no logical rationale, with some of 
the people being seen as winners and others as losers in the change.  

  You do not make the criteria used for staffi ng decisions overt.     

 

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

example, y our fi nance group will lik ely have fa r b igger control needs t han your 
sales group, whose issues may be primarily about competence. Your HR department 
may likely have greater fairness issues than your risk management team, who may 
be predominantly concerned with order and control. Health care clinicians will be 
very concerned about competence. With clearer understanding of your stakeholder 
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groups, you can then design y our engagement strategy and communication plan 
to help resolve predictable issues. You will no tice far greater commitment to the 
content of your change eff ort and far less resistance when you take these predict-
able human dynamics into account. 

 Ā e content of your change can infl uence what core needs g et tr iggered in 
people. For example, during an acquisition, employees of the acquired company 
will more than likely have  security  needs (Will they dismantle our division?),  inclu-
sion and connection  needs (Will I have a job aft er they weed out duplicate roles?), 
 power  needs (W ill w e ha ve a ny a uthority?), a nd  fairness  n eeds (W ill  nepotism 
determine job s election?). B ig s oft ware im plementations t hat f orce w ork fl ow 
and job  redesign oft en tr igger power, control, and competence issues in p eople. 
Predictably, t hey feel vic timized by not having much s ay, if a ny, over how t heir 
work will b e do ne, a nd w hether t hey ca n b e successf ul usin g t he ne w sys tems, 
processes, or technology. 

 Your organization ’ s overall culture has dominant core needs. High - tech com-
panies oft en are driven by competency; banking institutions by power and control; 
NGOs by inclusion, fairness, and justice; and government agencies by power and 
control. 

 What a re t he co re needs o f y our c ulture? B e a ware o f t hem b ecause y ou 
will want to address them in your change strategy. If your organization revolves 
around competency, for example, then announce training and development plans 
early in y our process reengineering eff ort, or you will face r esistance you could 
otherwise have mitigated early. If you work in a ba nk, lay out a clear and struc-
tured change process plan, or all the people with high control needs will be up in 
arms about your change eff ort, even if they agree with the content. In health care, 
communicate overtly to clinicians how you will  “ stress test ”  your medical records 
hardware and soft ware under load s o they do not become resistant because of a 
valid fear that patients may be harmed or that they will not have accurate infor-
mation from which to make sound decisions. 

 Culture is a powerful force and will always resist a transformation that trig-
gers i ts co re needs a nd wa ys o f o perating. Ā is cr eates c hallenges f or le ading 
transformation, which by its very nature confronts the existing culture. No mat-
ter what your type of change, always design your change strategy to work with the 
culture you have, even as you plan to change it. We will discuss culture change in 
Chapter  Eight .    
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   WORKSHEET

 Instructions: For each core need, assess how your existing change strategy and plan will 
likely trigger resistance, and then determine how you can alter your strategy and plan 
to minimize resistance and maximize commitment by resolving that core need issue.           

     Core Needs   

   How our existing change 
strategy and plan likely 
threatens core needs and 
triggers resistance:   

   What we need to add, remove, 
or modify in our change 
strategy and plan to minimize 
resistance and maximize 
commitment:   

    Security  

    

    Inclusion and 
Connection  

    

    Power  

    

    Control  

    

    Competence  

    

    Justice and 
Fairness  

    

Exhibit 6.3. Assessing Your Change Strategy and Plan

© 2011, Pfeiffer, An Imprint of John Wiley & Sons
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  HIGHER CORE NEEDS 

 You are likely familiar with Abraham Maslow ’ s work  2   on human needs, which 
most of us le arned in hig h school. Maslow was a tr ue pioneer, and interest in his  
work is coming back once again. Maslow identifi ed fi ve core needs: (1)  physiological 
needs o f hunger a nd t hirst, (2) s afety need s o f s ecurity and protection, (3) s ocial 
needs o f b elonging a nd lo ve, (4) est eem needs o f r ecognition a nd st atus, a nd (5)  
self -  actualization needs. Maslow suggests, then, that the ego has needs f or security, 
 belonging and love (our inclusion and connection need), recognition (our  competence 
need), and status (our power need). We add t he distinctions of control and justice, 
as does Spiral Dynamics. Ā ese distinctions give us greater eff ectiveness in creating 
change  strategies that minimize resistance and maximize commitment to change. 

 Maslow also identifi es self - actualization as a core need, calling it a  “ desire for 
self - fulfi llment ”  that surfaces when our more basic needs are satisfi ed. Other psy-
chologists see this not as a desire but as an  “ intrinsic motive, ”  a  “ compulsory urge to 
grow, ”  or an  “ evolutionary drive. ”  However you view it, it is extremely important for 
us as change leaders to understand that  we are all hard - wired to want to actualize 
more of our potential . Ā is yearning comes from our being. It dominates our focus 
when our six ego needs are fulfi lled, and expresses in a constant desire to learn and 
do better. Ā is inner calling of our being has been the catalyst of human develop-
ment for thousands of years, pulling us f orward into more of our potential. Ā e 
drive to self - actualize is a core part of our human nature. 

 Bev K aye a nd S haron J ordan - Evans, in t heir r esearch o f 17,000 p eople f or 
their great book on retaining top talent,  Love  ’ Em or Lose  ’ Em ,  3   support this in their 
 fi ndings. T able  6.1  hig hlights t he t op t en r easons t hey f ound p eople st ay in 
their jobs, with the top two clearly being self - actualization needs. In the table, we 
correlate their fi ndings to our list of core human needs.   

 Conscious change leaders help others self - actualize by engaging them in t heir 
organization ’ s change eff orts. Ā ey p romote p eople t o gr ow t hrough c hange a nd 
 provide opportunities to explore, experiment, make decisions, test, and refi ne. Ā ey 
provide c hallenges a nd gi ve st akeholders t he time , inf ormation, a nd r esources t o 
solve them. By providing opportunities to stretch, grow, and learn, they consciously 
engage people ’ s beings because they know that is a prime way to catalyze commitment. 

 Conscious change leaders do not overly control or mandate change processes 
because that predictably triggers ego resistance and stifl es stakeholders ’  higher need 
to gr ow. Autopilot le aders, es pecially t hose wi th hig h p ower a nd co ntrol needs, 
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 Table 6.1.     Employee Retention Research 

     Why Most Employees Say They Stay      Human Need   

    1. Exciting work and challenge    Self - actualization  

    2. Career growth, learning, and development    Self - actualization  

    3. Working with great people    Inclusion and connection  

    4. Fair pay    Justice and fairness  

    5.  Supportive management/good boss    Inclusion and connection  

    6.  Being recognized, valued, and respected    Competence; inclusion and connection  

    7. Benefi ts    Justice and fairness  

    8.  Meaningful work and making a difference    Self - actualization  

    9.  Pride in the organization, its mission, 
and its products  

  Inclusion and connection  

    10. Great work environment and culture    Self - actualization; Inclusion and connection  

 CASE - IN - POINT    

 To pick up where we left  off  in two previous Case Studies, aft er we conducted 
the  Leading Breakthrough Results: Walking the Talk of Change  program for the 
Detroit Edison executive team, they decided t o provide that same  personal 
and in terpersonal de velopment o pportunity t o t he t op 300 le aders in t he 
company. Ā ose s essions c ulminated in t he Visioning Retreat des cribed in 
Chapter  Ā ree , where the company re - created its purpose, mission, vision, 
and g oals. B ecause o f t he im pact o f t hese p rograms, t he ex ecutives t hen 
decided to provide that same four - day development opportunity to their top 
1,500 leaders, and then a one - day version to their 8,000 employees. 

 It took three years to complete these sessions. All were overtly tied to the 
transformation t he o rganization was under going, in pa rticular, t o o vertly 
exploring the mindset, behavior, and culture required to achieve the vision and 
goals they agreed were paramount. Ā is was clearly a monumental undertak-
ing, but as Tony Earley, current CEO of DTE Energy (Detroit Edison ’ s parent 
company) said years later,  “ Not a week or month goes by without me  hearing 
someone r eference w hat t hey le arned in t he  Walking t he Talk o f Ch ange  
 program, and how it informs our current culture and successes. ”  Conscious 
change le aders mak e t hese in vestments b ecause t hey kno w t he im pact o f 
inner human development on people’s commitment and performance.  
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make this mistake frequently. Give up some control, and make available numerous 
opportunities for people to get involved. Yes, they will make mistakes in these new 
opportunities, but these will b e small co mpared to the extraordinary results they 
will produce. Use your change eff orts to support people to actualize more of their 
potential. 

 As pa rt o f y our tra nsformational c hange s trategy, co nsider p roviding 
personal growth and development training to both leaders and staff . Ā is is a  
major way in which conscious change leadership provides far deeper attention 
to human  dynamics than change management. Change management  specialists 
would  typically use tools and techniques to overcome resistance by sharing more 
information and getting people more involved in implementation. Ā ey  attempt 
to shift   stakeholder behavior from the  outside . Conscious change leadership, of 
course, do es all o f t his as w ell, b ut als o p rovides guida nce, tra ining, a nd 
 coaching — a practical  “ owner ’ s manual ”  for how people  function  internally — so 
they can become more aware of their own ego ’ s functioning and  recognize the 
core needs t hat are limiting their contribution and commitment to the change 
eff ort. Ā e co ntext o f t his p ersonal de velopment is maximizin g r esults f rom 
the change eff ort and transforming mindset, behavior, and culture as the Drivers 
of Cha nge mo del demo nstrated was necess ary. C onscious c hange le aders 
 support this growth from the  inside , knowing that it will na turally shift  stake-
holder behavior toward commitment and sustain it over time.    

  EMOTIONAL TRANSITIONS 

 People have emotional reactions to change. With our understanding of ego, 
being, and core needs, we see that reactions of fear, doubt, anger, sadness, or confu-
sion are the basis o f resistance. If stakeholders are to get through these emotions 
and  “ overcome ”  their resistance, they will move through a process of acknowledg-
ing and releasing these feelings. 

 Numerous emotional or psychological  “ transition models ”  exist that attempt 
to describe this process. Ā e most widel y known is t he William Bridges model.  4   
Most, if not all, of these models owe much to Elizabeth Kübler - Ross ’   5   early research 
on grief, formalized in her Five Stages of Loss. Another very useful model is John 
Adams and Sabina Spencer ’ s  6   Seven Stages of Transition. 

 If you research these and other models, you will notice signifi cant similarity. 
We are not here to promote one or the other; they are all valuable in their own ways. 
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Instead, we want to share conclusions about emotional transitions and how you can 
use your awareness of them to best lead your change eff orts. 

 When change is in troduced, many people will g o through a na tural emo-
tional response. In t he simplest of terms, i t st arts with initial resistance, t hen 
moves through a letting go phase and ends in commitment (Figure  6.1 ). Notice 
how t here is a dr op in p erformance shown in t he fi gure. Ā is is na tural. You 
should expect this and not be concerned by it, unless it goes on for a long period 
of time. 

 Getting to commitment, of course, assumes people get through their resistance. 
Ā ey may get emotionally stuck there and not move forward. Your job as a conscious 
change leader is to support their emotional transition so their natural resistance can 
turn into commitment. Ā e more you understand core needs, eg o, and being, and 
the process of going through emotional transitions, the better you will be at this.   

 Our exp loration o f emo tional tra nsitions a nd su pporting p eople t o mo ve 
through their resistance to full commitment assumes that the content of the change 
eff ort is right for the organization. It will generate positive outcomes that the orga-
nization needs and that are aligned to the organization ’ s strategy. If that is not true, 
then stakeholders should resist it, and the only way to get them to full commitment 
is to alter your content. Ā is is o ne reason to always ask p eople about the nature 
of their resistance. Ā ey may have invaluable insight about how the direction of 
change needs to be course corrected.   

Figure 6.1.     Resistance to Commitment 
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 Review the models in Figure  6.2  to discover their similarities. Notice that each 
model reveals t hat t here is a p oint w hen t he t ables turn, w here a shift  happens, 
where resistance turns toward commitment. In the Kübler - Ross model, it is in  accep-
tance . In the Bridges model, it is the  neutral zone . In the Adams - Spencer model, it 
is in  letting go o f the past . No matter what model you use, this is t he moment of 
truth y ou should most co ncern y ourself wi th. With t his shift ,  commitment a nd 
 transformation are possible. Without it, people stay stuck in resistance. So how do 
you promote this transformational shift ?  

  THE TRANSFORMATIONAL SHIFT: FROM RESISTANCE 
TO COMMITMENT 

 Acceptance is the essence of the transformational shift . Kübler - Ross made this 
fact well known through her work with the grief associated with death and dying. 
People have to get to a place of acceptance if they are going to move beyond their 
resistance and emotional upset. 

 To accept, we fi rst have to be aware of the emotion that underlies o ur resis-
tance. We have to recognize and acknowledge it. Denying the emotion, or pretend-
ing that it is not there, keeps us stuck in it. 

 Aft er w e a re a ware o f t he emo tion, w e ha ve t o  feel  t he emo tion. E very 
 psychologist will tell you that a person cannot fully let go of a  “ negative ”  emotion 
until they allow themselves to feel it. Understanding people as multi-dimensional 
beings, you can see the wisdom in this. We cannot just think our way to acceptance. 
An emotional reaction remains stuck in our bodies until it is fully felt. Once felt, it 

 Figure 6.2.     Comparing Transition Models 

Kübler-Ross 
Denial      Anger      Bargaining      Depression      Acceptance

Bridges
Letting Go      Neutral Zone      New Beginning

Adams-Spencer
Losing Focus      Minimizing the Impact      The Pit      Letting Go of the Past      Testing the
Limits      Searching for Meaning      Integrating 
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 naturally  releases, like the steam that comes out of a kettle when you take the top 
off . Being mentally aware of the emotion, and then feeling it in o ur body, trans-
forms the emotion. Remember, body, mind, and emotion all work together as an 
integrated system. 

 Most of us have been taught by social norms that anger, fear, doubt, sadness, 
anxiety, and other  “ contracted ”  emotions are bad, whereas confi dence,  excitement, 
and joy are good. In other words, we unconsciously judge the emotions that under-
lie resistance as bad . Most of us, esp ecially men, a re also taught not to feel those 
 emotions. Common dictums from parents are,  “ Don ’ t cry, ”     “ Don ’ t be sad, ”  and 
 “ Don ’ t be angry. ”  Ā ese early admonitions created a very strong denial mechanism 
in most o f us. When we are angry, sad, fearful, or doubtful (resistant), we do not 
let o urselves f ully f eel t hose emo tions b ecause o ur eg o j udges t hem as bad a nd 
judges us as bad if w e have them. Automatically and unconsciously, we set about 
complaining about the situation that tr iggered them. We go into our heads, give 
over to our egos, and generate self - talk about  “ how bad it is ”  (out there), rather than 
drop our awareness into our bodies and feel the feelings (in her e). Our eg o, with 
its conditioning that these feelings are bad, keeps us from feeling them. We  “ push 
them away ”  by turning our attention to the external world and how to get it to stop 
 “ making us upset. ”  Ā is b locks t he emotions f rom releasing. Ā is is ho w p eople 
stay stuck in resistance and exacerbate it over time: Ā ey do not allow themselves 
to feel the emotions of the resistance because they orient to complaining about the 
content that triggered them, which is the ego ’ s way of justifying the resistance. 

 Change ma nagers, o r c hange le aders o perating o n a utopilot, exacerba te 
stakeholder r esistance wi th w ell - intentioned a ttempts t o  “ overcome ”  i t, w hich 
triggers the ego to dig in its heels even more. Techniques to  “ overcome resistance ”  
are usually applied from the  “ outside ”  by the change manager and oft en, at best, 
quell it without resolving it. Change managers, of course, do not intend the resis-
tance to get stuck, but that is w hat oft en happens. Ā e manager ’ s ego judges the 
stakeholder resistance as bad , so their autopilot response is t o attempt to put a  
boundary around it to  “ contain ”  it. Ā is is 180 degrees from what works.   

 Methods suc h as list ening s essions w ork b ecause wi th le aders, by  “ holding 
the space ”  for employees to air their upset, allows them to feel their feelings. Ā is 
is key:  When people can express their feelings and have them be fully heard without 
judgment, rebuttal, or defensiveness, they feel  “ gotten ”  and can let their feelings go . By 
being seen and accepted, received as a whole human being, their ego has nothing to 
fi ght against, no battle to wage to claim its identity. Holding the space for someone 
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 CASE - IN - POINT    

 A client of ours had a very public ethical crisis, sparked by actions of its CEO. 
Stakeholders, including employees, were up in a rms, writing negative com-
ments on the Web, in the newspapers, and in the business press. Ā e execu-
tives thought that a strategy of containment and distance was the best option. 
Ā ey hoped that  “ time would heal ”  and that they could just let t he episode 
blow over. When they realized that the anger and resistance were not going 
away, they responded by sending out an email assuring people that  “ this is not 
a problem, and we are on track to have a great business year. ”  In essence, they 
were saying,  “ Just get over it and move on. ”  Nothing could have been further 
from what was needed. 

 Luckily, we  we re abl e to  i nfl uence t he le adership t eam t o introduce an 
alternative strategy of engagement and ac tive listening — opening up rather 
than sh utting do wn co mmunications. We designed a s eries o f small , cas-
caded  “ listening sessions ”  conducted face - to - face, during which each and 
every employee had the opportunity to speak directly to their executive. Prior 
to executing t he listening s essions, we coached executives in ho w to listen 
unconditionally to what employees had to say, inviting all responses in confi -
dence and without recrimination. Ā e executive team then compiled all of the 
sessions ’  comments and personally visited each site to convene large groups 
of employees for a dialogue o n what they had he ard and what actions they 
were committed to taking in response. 

 Ā e r esults w ere p henomenal. O ver t hree mo nths, tr ust was r egained in  
the company because the leaders showed up as a uthentic — really hearing and 
responding to people ’ s pain, anger, and loss of faith. Employees, in turn, took it 
upon themselves to restore the faith and confi dence of their customers and com-
munities in the organization. Ā e entire crisis became a major catalyst for a com-
panywide values clarifi cation and alignment process that engaged all employees.  

to express their emotional upset enables the upset to dissipate. Ā is is 180 degrees 
opposite from what our ego wants to do. It wants to suppress, contain, or overcome 
the u pset. B y str engthening y our co nscious awareness a nd a bility t o co nnect t o 
your own center and b eing in t he mids t o f cr isis, you can remain centered and 
model a more eff ective behavior of unconditional listening. 
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 Ā ink of this dynamic another way. Remember that the ego judges, creating 
mental boundaries of right and wrong:  “ these thoughts, feeling, or actions are good ” ;  
  “ those thoughts, feelings, and actions are bad. ”  Where the ego sets these boundaries 
establishes the point of confl ict and what needs to be fought or fl ed from. At fi rst, the 
executives in the Case - In - Point above drew a line and labeled our proposed listening 
sessions as bad because their egos feared getting out of control, being incompetent, and 
being powerless in the face of employee animosity (their core needs were triggered). 
Aft er ed ucating the leaders about human dynamics, they realized they needed t o 
expand t heir t hinking, r emove t heir j udgment, a nd en gage in t he list ening s es-
sions. Ā is internal shift  in their perception allowed them to do what they at fi rst 
perceived as negative. In similar fashion, employees at fi rst  judged the executives as 
untrustworthy, creating their own boundary for confl ict. When they experienced 
the executives as real people who listened unconditionally without defensiveness or 
rebuttal, their judgment lift ed, and trust was rebuilt. 

 Transformation always comes from expanding the ego ’ s boundary further out 
and p erceiving as p ositive w hat y ou ini tially w ere ho lding as nega tive. And t his 
includes how you treat  “ negative ”  emotions. Rather than hold them out, let them in. 
Perceive them as neutral, not negative. Allow them to exist. Feel them and support 
others to do the same so the emotions can be released. Holding the space for others 
so they can be heard and felt in the middle of their emotional upset is transforma-
tive. And it is one of your primary responsibilities as a conscious change leader. 

 Acceptance is a moment of neutrality where ego stops fi ghting, our awareness 
opens, being emerges, and commitment can begin to grow. By holding the space for 
contracted emotions to exist, you enable commitment to be born. 

 Another very key point to keep in mind:  Your job is n ot to get the resisters to 
commit . Ā at will ha ppen on i ts own accord as r esistance diminishes, if t he con-
tent of your change is via ble. Your job is sim ply to help employees get to neutral, 
to a mo ment of acceptance w here t heir mind , b ody, and emotions can relax and 
open. Ā en their being can show up, and commitment will grow naturally. Once that 
begins, put them to work. Engage them in the challenges of the change eff ort. Give 
them opportunities to learn, grow, and develop; allow opportunities to self-actualize. 
You will be pleased with the outcome. 

 Be very aware here. Your ego — in the face of their initial resistance — will likely 
subtly try to manipulate stakeholders from their position of resistance to commit-
ment. But your manipulation, no matter how disguised and covert, will be felt by 
them. It will cause them to further resist. Resistance is a contracted force and when 
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you push on it, no matter how minor, it contracts further. To be eff ective, you have 
to keep yourself connected to your own being, not your ego, operating from center 
rather than your own emotional reaction. Do not manipulate; simply accept them 
as they are, and they will change of their own accord. 

 Next is an overview of how to support the transformational shift  in others. As 
you read it, remember that remaining centered in y our being is mo re important 
than any of these steps. 

  Guidelines for Supporting the Transformational Shift 

 Many approaches and tools can support people to make the emotional shift  
out of resistance. Two - way, face - to - face conversation is vi tal, either with an indi-
vidual if the issue only pertains to them, or in a team or larger group setting if the 
upset is p ervasive. Structured and cascaded team meetings can work. No matter 
what methods and tools you use, here are guidelines that will help you succeed.   

     1.   How you contextualize the conversation, invite people into it, and set up the 
process is critical!  

  Make sure participants know that this is not a  “ usual ”  business meeting of 
a one - way tell, a sell, or a contrived question - and - answer session.  

  Make overt the expectation that you want to hear the full scope of what 
they think and feel.  

  Make it clear that no matter what is s aid, there will b e no recrimination 
or retribution.  

  Tell them that you will r epeat back to them w hat is s aid to ensure you 
understand correctly.  

  Let them know when you will get back to them and how, and that you will 
be making commitments for action based on what you hear.    

     2.   Hold t he space f or t heir r esistance a nd call i t f orth b y makin g space in 
yourself.  

  Remain conscious of what occurs in your own mind, body, and emotions.  
  Remain as centered, consciously aware, and operating from your highest 
self as you can; be observant of your own ego reacting negatively to their 
resistance. If you react and get upset, you will only make matters worse. 
Ā ere is no place for defensiveness or aggressiveness in this process.  

❍

❍

❍

❍

❍

❍

❍
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  Accept them, and do no t make them wrong for their thoughts and feel-
ings. Ā eir reactions are valid and real for them. Do not judge them.  
  Do not try to convince, manipulate, or subtly coerce them into perceiving 
things diff erently. Just let them be where they are.  
  Listen, listen, listen. Hold the space for them to vent into, without defen-
siveness or attack on your part. Simply receive what they say and do.    

     3.   Open a tw o - way dialogue . B egin by st ating your obs ervations t hat you s ee 
that people are concerned and that you want to hear their concerns fi rst hand. 
Ā en ask them about their general concerns about the change, using questions 
such as the following:  

  How are you doing?  
  How is this change impacting you and others? What concerns, issues, or 
questions do you have?  
  How do you think this change will benefi t or cause problems for our orga-
nization? (Let them challenge the content.)    

     4.   Ask t hem questions t hat mig ht sur face t heir deep er concerns. D o not label 
these as  “ core needs ”  or anything else. Simply inquire from the perspective of 
trying to understand them. If you are convening a very large group, you might 
want to fi rst ask these  “ deeper ”  questions in smaller groups so participants feel 
more emotionally safe. Plus, more people will get to speak. Ā is will help more 
people to have the courage to bring their concerns to a larger group dialogue.  

  What concerns do you have that things won ’ t work out in the end, or that 
your personal job security is threatened?  
  What concerns do you have about being included or having a part to play 
on the team as a r esult of this change? About potentially losing the rela-
tionships you have valued in your work?  
  What concerns do y ou have about losing power and infl uence over the 
work we do as a result of the change?  
  What concerns do you have that our plan going forward is not clear, struc-
tured, or organized enough?  
  What concerns do you have about your ability to perform and succeed in 
the new state?  
  What concerns do you have that you or others may be hurt by the change 
or that decisions will not be fair?  
  Which of these concerns are the most important to you during this change?    

❍

❍

❍

❍

❍

❍

❍

❍

❍

❍

❍

❍

❍
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Be sure to refl ect back to them what you hear them say in their answers. 
Use active listening to ensure they are heard and that you interpret what they 
say accurately.

     5.   Provide information about the change, but do not attempt in any way to con-
vince them that your perspective is right and theirs is wrong. Stay in neutral, 
and simply discuss the following:  

  Review and dis cuss t he cas e for change, t he desired outcomes, and t he 
current timeframe for the change.  
  Talk about what is no t changing to provide reassurance that not every-
thing is falling into  “ chaos. ”   
  Emphasize the strengths they bring that will help them succeed.  
  Discuss scenarios and possibilities you see for the future.  
  Ask them to identify any potential benefi ts they see for themselves com-
ing out of the change. Share the benefi ts you anticipate for yourself and 
the team ’ s work from the change.  
  Let t hem know w here t here a re o pportunities t o b ecome involved a nd 
participate.  
  Acknowledge what you don ’ t know and when those things are likely to be 
worked out and clarifi ed.  
  Explain how you will inf orm t hem on updates and ne w de velopments; 
schedule specifi c times for this.    

     6.   Ask them what they  can  support about the change right now, and what they 
need t o b ecome f ully en gaged a nd co mmitted. D o no t p romise a nything, 
except what you know you can deliver. Make a request for a time - bound grace 
period, where they consider the possibility for the change, its overall value for 
the organization, and how they might support it.  

  Request that they do no t promote resistance in o thers during this time, 
and that they simply think about the change with fresh eyes.    

     7.   Ask them how you can support them and what further information they might 
need. Make commitments to each other for a follow - up discussion.    

 Ā e emotional shift  f rom resistance to neutral is t he birthplace of commit-
ment. It is truly an inner dynamic. You cannot force it from the outside. But you can 
support it, fi rst by being in real, authentic relationship with the person or people 
who are resisting. Secondly, by bringing to the interaction your highest self that 

❍

❍

❍

❍

❍

❍

❍

❍

❍
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does not judge or make others wrong. In essence, your being holds the space f or 
their ego ’ s resistance and by doing so, exerts a transformational infl uence. When a 
person complains, disagrees, or vents into such an unconditional, accepting space, 
there a re no b oundaries t here f or t heir r esistance t o hi t a nd tr igger mo re co n-
fl ict, attack, or manipulation. Ā ere is no fi ght to be had, so their resistance, once 
heard and acknowledged, dissipates naturally. Ā is provides an inner release to the 
charge their ego was ca rrying, enabling their awareness to clear. A le vel of open-
ness emerges, and the inquiry into the value of the transformation takes on a very 
 diff erent tone. If the direction and content of the transformation have merit, they 
will now perceive it, and their commitment will grow all by itself — not because of 
what you did, but because of the  “ presence ”  you brought to them. When you put 
your being fi rst, breakthrough can happen.   

  SUMMARY 

 In this chapter, we uncovered critical human dynamics that need t o be fully 
understood to design a nd lead change eff orts that generate stakeholder commit-
ment and breakthrough results. Key points include the following: 

     1.   Resistance is ca used when a p erson ’ s core needs a re triggered, and their ego 
perceives that their needs will not be met.  

     2.   Resistance is unco nsciously g enerated b y t he eg o; r esistance is s eldom a n 
intentional ploy by stakeholders to sabotage your change eff ort.  

     3.   Stakeholder resistance is not to be feared but expected.  
     4.   Emotional transitions are natural, predictable, and manageable, and drops in 

performance are normal during these transitions.  
     5.   You have key responsibilities as a co nscious change leader to design c hange 

strategies that minimize the threat to stakeholders ’  core needs and to support 
people through their emotional transitions when they are triggered.  

     6.   Ā ere is a ti pping p oint, a mo ment w hen p eople mak e a n in ternal  “ shift  ”  
out of resistance and into a neu tral state of acceptance. Making this shift  is 
a  requirement o f t heir de veloping co mmitment. S upporting t he shift  is a 
 primary responsibility of all conscious change leaders.  

     7.   Conscious change leaders are not responsible for  “ overcoming ”  resistance. 
Rather, t heir job is t o ho ld a n accep ting space f or o thers t o exp ress t heir 
 resistance into so it can be fully felt and resolved by them.  
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     8.   Commitment is developed as a na tural outcome when people come to accu-
rately see the value of a change eff ort and are engaged in solving its challenges 
to ensure success.    

 You ca n s ee t hat co nscious c hange le adership a pproaches r esistance f rom 
a deep er, mo re f undamental p erspective t han c hange ma nagement. C onscious 
change leaders see stakeholders as co - creators of the change and accept them onto 
the  “ change team ”  in w hatever state they are initially in, no ma tter how resistant. 
Ā e intent of conscious change leaders is always to assist stakeholders to grow and 
develop as p eople, to transcend their ego limitations to engage their higher self, 
and to f urther s elf-actualize as pa rt of t he organization’s transformation. S imply 
quelling resistance is not an objective they hold. Rather than try to avoid resistance 
or push through it when it occurs, conscious change leaders greet and engage it. 
Ā ey invite it out because they have the skills to hold the space for it so it can release. 
What emerges in i ts place is deep er trust, connection, and commitment from all 
involved, a nd, t herefore, mo re p otential t o succeed . I ncreased s elf- actualization 
emerges out of the place where resistance once resided. 

 In the next chapter, we turn our attention to the role and impact of mindset, 
continuing our inquiry into critical human dynamics in change.  
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C H A P T E R

7
                          The Role and Impact 

of Mindset          

Ā e universe is transformation; our life is what our thoughts make it.
—Marcus Aurelius

 A number of years ago, a university professor conducted an experiment in his 
Introduction to Psychology class. Ā e class was held in a large auditorium with 

more than 300 students present. As the professor was standing at his lectern on the 
stage, a large man ran aggressively toward him. Ā e man was tall and burly and was 
dressed in black leather pants and a pair of black motorcycle boots. His dark hair 
was long and greasy, and he sported a black stocking cap pulled low over his brow. 
He wore large chains that dangled from both his belt loops and his boots. 

 As the man reached the professor, he withdrew something from underneath 
his jacket. Ā e crowd gasped as the man pointed the object at the professor ’ s chest. 
Simultaneously, a teaching assistant, who was hidden behind the stage curtain, fi red 
a 22 - caliber pistol loaded with blank cartridges. Ā e students screamed and ran as 
the professor fell to the stage fl oor, and the man escaped off stage. 

 From behind the stage, the teaching assistant spoke over the loudspeaker to 
bring calm to the class,  “ Ā e professor is all right. Ā is is a simulation. Please calm 
down and return to your seats. ”  

 Ā e professor stood, and asked the class,  “ What did you just see occur? ”  Ā e 
majority of the class reported that they saw a hoodlum shoot the professor with a 
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large caliber pistol. Why do you think they saw a pistol, when in fact, the man was 
wielding a large yellow banana? 

 Ā e ma jority o f s tudents s aw a fals e r eality b ecause o f t heir minds et a nd 
the erroneous assumption it formulated from the data they had. Ā eir mindsets 
 constructed the sights and sounds to mean  “ hoodlum ”  and  “ murder. ”  Ā e y reacted 
to dynamics that weren ’ t actually there. Ā ey reacted with fear and attempted to 
run for the exits, neither of which was factually called for. Ā is happens all too oft en 
in transformation and is a major cause of failure. 

 In t his chapter, we investigate t he human dynamic at p lay in t his example: 
mindset. We further defi ne mindset and specifi cally highlight how it determines 
the following: 

  Our perceptions of reality  
  Our internal experience  
  Our level of achievement  
  Our personal responsibility and empowerment  
  How well we walk our talk  
  How well we design our change processes     

  WHAT IS MINDSET? 

 Mindset is r epresented in t he u pper   left  q uadrant o f o ur F our Quadra nts 
of C onscious Cha nge L eader A ccountability M odel (r efer t o Figur e  I.2  in t he 
 Introduction ), representing the inner dimension of individuals. 

 Mindset is our worldview, the place or orientation from which we experience 
our reality and form our perceptions of it. Ā e cornerstones of our mindset are our 
core beliefs and values we hold about ourselves, others, and life in general, that is, 
our fundamental assumptions about reality. Many of these (mostly unconscious) 
beliefs pertain to our core human needs. Our ego creates its identity around these 
beliefs, which are a part of our mindset and infl uence how we see the world. Our 
mindsets contain the core constructs of our ego ’ s mental conditioning that organize 
incoming sensory data to create  meaning  out of the sights, sounds, smells, t astes, 
and sensations that we experience through our interface with reality. 

 Many le aders w ere fi rst in troduced t o t he no tion o f minds et a nd ho w i t 
impacts leadership performance through Joel Barker ’ s video s eries on  “ paradigm 

◗

◗

◗

◗

◗

◗
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shift s, ”  which was based on Ā omas Kuhn ’ s ideas (1962).  1   Ā en Peter Senge (1990)  2   
popularized the concepts of personal mastery and mental models in his bestseller, 
 Ā e Fift h Discipline .  “ Mental models ”  are similar to our defi nition of fundamen-
tal assumptions and core beliefs. Senge ’ s work helped legitimize this concept for 
 leaders and consultants and furthered the understanding of mindset in organiza-
tions. Ā e discussion of mindset — given its impact on results — now needs to move 
onto center stage in leading and consulting to transformation. Ā e current failure 
rate of change demands it. 

 Mindset is diff erent from awareness.  3   Metaphorically, awareness is t he blank 
canvas upon which our perception draws our reality. Mindset is t he fi lter through 
which we perceive, determining what gets drawn and how it is interpreted. 

 Mindset is diff erent from knowledge. Whereas knowledge can be seen as the 
 content  of our mind, mindset is the mental framework that constructs a particular 
meaning from that content. 

 Mindset is also diff erent from thinking, which can be seen as the overt  process  
of our mind. Ā er e are diff erent types of thinking, such as rational thinking, strate-
gic thinking, intuitive thinking, visual thinking, or linear thinking. No matter what 
type of thinking we are engaged in, mindset is the context within which all of our 
thinking occurs. 

 We also diff erentiate mindset from emotions and behavior. Webster defi nes 
emotions as  “ the aff ective asp ect of consciousness; feeling; t he st ate of feeling; a 
psychic and physical reaction subjectively experienced as strong feeling and physi-
ologically involving changes that prepare the body for immediate vigorous action. ”  
From our p erspective, emotions are t he qualitative des criptors you p lace on t he 
sensations caused in y our b ody by your minds et. When your minds et p erceives 
an event as  “ threatening, ”  you experience certain associated emotions — fear, stress, 
anxiety, sadness, doubt, frustration, nervousness, and so forth. Some people label 
these emotions as negative, but we see them  simply as  “ contracted, ”  causing certain 
responses within your body to prepare you for handling a threat: muscles tighten, 
breath shortens, heart rate and blood pressure increase, specifi c hormones fl ood 
your body, and your ner vous system becomes more excited. Ā es e emotions are 
simply your mindset ’ s way of sounding the battle cry. 

 When your mindset deems an external event to be valuable or supportive, you 
experience  “ expanded ”  emotions — confi dence, excitement, happiness,  pleasure —
 and y our b ody r esponds acco rdingly. Your b reath g ets lo nger a nd deep er, y our 
 muscles relax, and diff erent sets of hormones are triggered. Ā e point is that  emotions 
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are neither good nor bad; they are simply the bodily sensations that  correlate to and 
are produced by certain mindsets.  “ E - motions ”  are simply the energy in motion in 
your body based on how you are interpreting reality at the time. 

 Webster defi nes behavior as  “ the manner of conducting oneself; the way in 
which something behaves. ”  Behavior is both the action we do and the tone or qual-
ity we place into that action. Behavior is the bridge between the inner world of our 
thoughts and emotions and the outer world of our actions and results. 

 Formally addressing the topic of mindset supports change leaders to ask critical 
questions of themselves, such as the following: 

  How does my mindset infl uence my decisions, actions, and results?  
  What aspects of my mindset contribute to my ability to lead transformation, 
and what aspects of my mindset limit my success?  
  What role does my mindset play in who I am as a change leader today and in 
becoming the change leader I want to be?  
  What beliefs and assumptions exist in my mindset that I am not even aware of, 
yet limit the quality of my performance and life?    

  Mindset Is Causative 

 A fundamental premise of conscious change leadership is that  mindset is caus-
ative ; it directly infl uences and impacts our internal experience and our external 
behaviors, quality of performance, and results. Ā e Self Mastery Model (Figure  7.1 ) 
graphically displays this fact. Let ’ s go through the model step by step.   

 Ā ere is a two - way relationship between the external environment and leaders ’  
mindsets, or fundamental beliefs and assumptions about reality — events happen in 
the external environment (a: facts), and they infl uence and aff ect leaders ’  mindsets; 
leaders ’  minds ets a bout r eality det ermine (b: in terpretation) w hat t hey p erceive 
(c) in r eality. Ā e in terface b etween w hat ha ppens in r eality a nd  leaders ’  in ter-
pretation of it  “ causes ”  their internal state — their thoughts, decisions,  sensations, 
 emotions, and energy (d). L eaders ’  internal states then determine their behavior 
and the manner in which they conduct themselves (e). Ā eir behavior in turn shapes 
their actions and quality of performance (f), which impact their results (g). Leaders ’  
results then become a part of their external environment (h), and the process con-
tinues as they perceive their new reality. 

◗

◗

◗

◗
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 Ā e S elf M astery M odel sho ws t hat t he r esults w e cr eate in t he w orld a re 
rooted in o ur minds et a nd wa y o f b eing. E verything — our a ttitude, f eelings, 
 behavior, ac tions, and results — stems f rom our minds et. Ā is do es not me an, as 
some theorists might suggest, that altering your mindset automatically produces 
a  concomitant shift  in results. You still have to deal with the forces of the external 
world and the need t o  do  something to impact them. Believing you can fl y does not 
mean that you can fl y. However, transforming your mindset does increase the prob-
ability of success because an optimal state of mind enables you to manifest more of your 
ability as you engage in the actions required to produce your desired outcome.  

  The Impact of Mindset on Perception 

 Many of us co nfuse the events that happen around us wi th our mental con-
structs of those events. Ā e two are so intricately woven that we oft en do not realize 
the impact our mindsets have on determining our perceptions of reality. Because 
reality and perception are so seamlessly intertwined, we don ’ t see that they are in 
fact two distinct phenomena. We commonly make the mistake of assuming that 
our perception of reality is objective, when it seldom is.   

(c) Perception

Environment:
The World We Live In

(a) Facts

(b) Interpretation

(d)
Internal State

Thoughts
Decisions
Sensations
Emotions
Energy

(e)
Behavior

(f)
Actions/
Performance

(h)

(g)
Results

Mindset:

Beliefs and Assumptions

about Reality

 Figure 7.1.     The Self Mastery Model 
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 Figure  7.2  demonstrates this dynamic. What we perceive in r eality is infl u-
enced by our mindset, just as our mindset determines our experience of what we 
perceive. Again, notice the two - way relationship; mindset infl uences what we per-
ceive  “ out there ”  and what we experience  “ in here. ”  Ā erefore, minds et impacts 
both our external reality and our internal reality. Ā is will b ecome clearer as w e 
proceed. 

 Our mental constructions of reality oft en cause us to see a world that doesn ’ t 
really exist. M indset is extr emely powerful; it can construct whatever  “ objective ”  
reality we want to believe. People once thought that the world was fl at. Ā is belief 
did not make t he world fl at. It did no t change t he empirical e vidence. It simply 
determined the meaning that was made of the empirical evidence of seeing a ship 
go off  the edge of the horizon. And with that meaning made, sailors acted as if the 
world was fl at and mostly sailed close to shore. 

 Because of this seamless connection between reality and mindset, it is v ery 
diffi  cult to know what is reality and what is interpretation or a mental construct of 
reality. Is the world fl at, or do you just see it as fl at? Are your employees resistant, 
or do you just see them that way? 

 Here are some amusing, very public misinterpretations leaders have made in 
the past. Ā  ink a bout t he ma jor im pact t hese er rors in j udgment had , a nd y ou 
can easily see just how important a r ole mindset plays in le ading transformation 
successfully.  

REALITY

M
I
N
D
S
E
T

S
E
L
F

What We Perceive in Reality     

Our Experience of What We Perc
eiv

e

 Figure 7.2.     The Seamless Connection Between Mindset and Reality 
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    Ā is  ‘ telephone ’  has too many shortcomings to be seriously considered as a means 
of communication. Ā e device is inherently of no value to us.   

       —Western Union internal memo, 1876  

    Ā e wireless music box has no imaginable commercial value. Who would pay for 
a message sent to nobody in particular?   

    —David Sarnoff  ’ s associates in response to his urgings 
for investments in the radio in the 1920s     

    We don ’ t like their sound, and guitar music is on the way out.   
    —Decca Recording Company, rejecting the Beatles, 1962     

    Ā ere is no reason anyone would want a computer in their home.   
     — Ken Olson, president, chairman, and founder 

of Digital Equipment Corporation, 1977   

    Drill for oil? You mean drill into the ground to try and fi nd oil? You ’ re crazy.    
 — Drillers whom Edwin L. Drake tried to 
enlist to his project to drill for oil in 1859     

 Ā e observer (me in here) and the observed (it and them out there) are deeply 
interconnected. Change leaders who operate on autopilot consistently slip into the 
delusion that reality and their interpretation of it are one and the same. Because 
they do no t see and understand the diff erence between  “ out there ”  and  “ in here, ”  
between external reality and internal meaning making, they cannot strategically 
address ho w minds et infl uences p erception, ei ther t heir o wn o r a nyone els e ’ s. 
Consequently, mindset — the most powerful of change levers in all human systems, 
from indi viduals t o s ocieties — goes una ttended. A s w e st ated e arlier, co nfusing 
reality and our interpretation of reality is one of the most debilitating errors we can 
make as change leaders, and when we operate on autopilot, we do i t consistently, 
oft en causing us to perceive our change eff orts ’  content, process, and people issues 
inaccurately. 

  Conscious  change leaders, because they explore their own internal dynamics, 
are aware of the infl uence of their mindset on their perception and consider it in 
every critical decision or action they take. Because they realize that mindset infl u-
ences their own and others ’  perceptions, conscious change leaders ensure that they 
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and others explore their mindsets as a central strategy of their organization ’ s trans-
formation process. Ā ey seek out and name the mental models that infl uence their 
assessment o f da ta, t heir c hange p rocess design decisio ns, a nd t heir im plemen-
tation plans. Executives have been doing this since t he 1970s as pa rt of strategic 
planning when they defi ne the assumptions they hold about their marketplace. In 
conscious change leadership, we take it further.  

  The Impact of Mindset on State of Being 

 Ā e reticular activating system (RAS), which lies at the base of the brain stem, 
is among the most primitive parts of the brain, sometimes referred to as the  “ reptil-
ian brain. ”  Ā e RAS is the gateway for incoming sensory information, sending it to 
either the conscious mind or the subconscious mind (see Figure  7.3 ).   

 Ā e RAS s ends b oth valuable and t hreatening information to t he  conscious
mind; w e t hen b ecome a ware o f i t a nd ca n r espond a ppropriately. Ā e RAS 
sends inf ormation t hat is nei ther val uable no r t hreatening t o t he  subconscious
mind. Because this information is in signifi cant, the RAS do es not bother us wi th 
it. Because we are not made aware of this information, we do not know it is being 
inputted into our brains. It simply is recorded as an unconscious memory.  4   

 Figure 7.3.     Reticular Activating System 
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 What tells the RAS how to process the information we receive? What determines 
whether the incoming data is p erceived as val uable, threatening, or inconsequential? 
Our neocortex does — the programming and conditioning of our mindset (ego)! 

 For example, events happen: Ā e stock market goes up; your customer service 
rating goes down; your biggest client orders  $ 10M worth of product; your idea is 
rejected in t he staff  meeting; your child ’ s soccer team wins the tournament; your 
mortgage check bounces. Some events you label as  “ good, ”  and you react favorably 
to them. Other events you label as  “ bad, ”  and you react negatively to those. Your 
reaction is det ermined by y our minds et: how y ou p erceive a nd j udge w hat y ou 
experience. It is not determined by the event itself, which we demonstrated in the 
psychology professor ’ s experiment at the opening of this chapter. 

 Most of us believe that events in reality have inherent value. In other words, 
some things are positive while others are negative. However, most of reality is com-
prised of  “ neutral ”  events, which are not good or bad in themselves. Ā ey just are. 
We register these neutral events through our senses of sight, sound, taste, smell , 
and touch.  5   Our minds et then adds me aning to these events, evaluating them as 
valuable, threatening, or insignifi cant. Ā e  “ valuable ”  data triggers an  “ expanded ”  
state of being; the  “ threatening ”  data triggers a  “ contracted ”  internal state; and the 
 “ insignifi cant ”  da ta p roduces no r eaction a t all . S pecifi c inf ormation, val ued o r 
feared by our mindset, then becomes the trigger of an expanded or contracted emo-
tional and behavioral response within us. Our state of being, moment by moment, 
is thus determined by our mindset. Ā e  source of our reactions, whether positive or 
negative, is the meaning made by our mindset . 

  Way of Being 

 Mindset, emotions, and behavior are intricately linked and interact with one 
another as an interconnected system we refer to as one ’ s  way of being . For example, 
if leaders possess a mindset that  “ change should be fast and painless, ”  when com-
plex, long - term change is actually required, they may feel impatient and frustrated 
at t he slo w pace . B ehaviorally, t hey ma y b ecome co ntrolling, do mineering, a nd 
autocratic. Ā eir mindset, emotion, and behavior are triggered as one unifi ed shift  
refl ected in their way of being. 

 Way of being is a powerful concept. It can be used to describe how leaders are 
 “ being ”  and expressing themselves at any point in time or how they are relating to 
others in va rious cir cumstances a nd si tuations. W hile minds et ca uses emo tions 
and behavior, the combination is the source of leaders ’  way of being. 
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 Over time , all le aders acquire a ha bitual change le adership sty le. Ā is style 
is their way of being applied in their role as a c hange leader. Ā eir change leader-
ship style is an outgrowth of their mindset and emotional and behavioral patterns. 
At times, ho wever, a le ader ’ s way of being can change in diff erent roles or under 
 diff erent cir cumstances, b ut g enerally, i t is r elatively co nsistent a nd r efl ects the 
deeper dimensions of their ego ’ s conditioning. 

 People make reference to others ’  ways of being frequently. An exa mple that 
illustrates this pertains to Sue, the senior vice p resident of manufacturing in o ne 
of our client organizations. When John, one of her dir ect reports, returned from 
a meeting wi th Sue, his t eam immediately asked,  “ How did S ue respond t o our 
issue? ”  John replied,  “ She was responsive and concerned about fi xing the problem. ”  
John ’ s answer revealed Sue ’ s  “ content ”  position about the problem, while simultane-
ously alluding to Sue ’ s way of being. 

 In o ur c hange le adership coac hing p ractice, w e o ft en ask c hange le aders t o 
make clear distinctions between their ways of being and what they do — their actions. 
Usually, leaders focus primarily on what they do and pay little attention to how they 
are coming across to others; they focus only on the external world at the expense of 
their internal world. Ā is creates numerous problems. For example, w hen le aders 
take action, they assume t hey will ha ve a cer tain impact or produce a s pecifi c out-
come. However, taking action with diff erent ways of being can create very diff erent 
results. In the preceding example, if Sue had been defensive and hostile, even though 
she may have ultimately agreed to resolve the team ’ s problem, her co nfrontational 
way of being would have had a m uch diff erent impact on the team than if she had  
been positive and genuinely concerned. Way of being is a p owerful force in human 
interaction, oft en far more impactful than the content. In the guidelines for support-
ing others to make a transformational shift  outlined in the previous chapter, way of 
being is the key factor in  “ holding the space ”  for others to release their resistance and 
build commitment. What you say oft en matters less than how you say it and where 
you come from in yourself. When you are caring, compassionate, and present, almost 
any content you deliver will  “ land ”  better with the recipient.   

  The Impact of Mindset on Performance 

 Mindset no t o nly infl uences o ur p erception a nd in ternal exp erience b ut 
also o ur ext ernal p erformance a nd r esults. A v ery sim ple eq uation called t he 
Fundamental L aw o f I ndividual S uccess (Ander son, 1986) c learly demo nstrates 
the impact of mindset on performance. Ā is law is stated as:   
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 Ability Level � Mental State  �  Performance     

 Our ability le vel est ablishes our  potential  for success. I t is a p roduct of our 
experience, tra ining, a nd g enetics. Ability incr eases o r decr eases bas ed o n y our 
practice routine, but at any  point in time , we have a distinct ability level in any task 
we undertake. 

 Ability do es no t gua rantee success. A sk a ny a thlete. S ometimes t he most 
skilled athlete loses, or the less skilled win s. Herein lies the impact of mindset on 
performance. Mindset, which directly infl uences the inner state we are in when we 
are performing (or at any other time, for that matter), determines how much of our 
potential we actualize. 

 As Table  7.1  illustrates, if we are 100 percent focused, then we perform at 100 
percent of our ability level. We reach our potential because we are fully present and 
engaged. Ā is is the internal  “ fl ow state ”  or  “ being in the zone, ”  as many high per-
formers describe it,  6   where we are operating from our being and not blocked by our 
ego ’ s fears. People oft en call this an  “ altered state ”  because it is nonordinary. But it is 
always available if we know how to quiet our ego to access it. Ā is is the competitive 
edge that most elite performers possess.   

 If we are distracted or preoccupied, then our performance suff ers because we 
are performing at less than 100 percent focus. If 20 percent of our mindset is  occupied 
elsewhere, then only 80 p ercent of our ability can manifest. We  underperform by 
the 20 percent that is engaged elsewhere. Ā is phenomenon is true whether we are 
leading transformation, playing golf, or nurturing our children. 

 Table 7.1. Fundamental Law of Individual Success 

Trial 1

Ability Level Mental State Performance

10 100% Focus

100% Focus

80% Focus

80% Focus

60% Focus

60% Focus

Trial 2 10

Trial 3 10

Trial 1 8

Trial 2 8

Trial 3Pe
rs

on
 B

Pe
rs

on
 A

8

10

8

6

4.8

6.4

8
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CASE-IN-POINT

In t he e arly st ages o f D ean’s ca reer, he f ounded a nd ra n t he Op timal 
Performance Institute in Oakland, California, where he trained elite perform-
ers how to manage their internal states of being to perform optimally. Dean 
learned t hese met hods e arly; he was a w orld-class swimmer in his y outh, 
being t he fi rst ten-year-old b oy to break one minute for t he hundred-yard 
freestyle and the fi rst twelve-year-old to break two minutes in the two hun-
dred. He went on to become an All American swimmer and water polo player 
at Stanford University, where he b egan formulating his Op timizing System 
for managing inner states for high performance.

Dean wi tnessed n umerous success st ories a t t he Op timal Performance 
Institute. Ā e CFO o f a F ortune 500 co mpany w on his co untry c lub’s g olf 
tournament aft er years of barely making the top 10. Ā ree young fi gure skat-
ers who never contended for gold at the U.S. Nationals went on to get fi rst, 
second, and fourth places three months aft er learning his system. And Kristi 
Yamaguchi and Debbie Ā omas, both students of his when very young, went 
on to win gold medals in fi gure skating at two diff erent Olympics. Did these 
athletes succeed b ecause they managed their internal states better? We will 
never know for sure. Ā ey clearly all had su perior talent. Ā is was t he early 
1980s, when mental training for athletes was only seriously pursued in  eastern 
bloc countries such as Russia. Dean had been using these techniques since the 
age of 10. When he was in M oscow competing in the World Student Games 
at the age of 20, he had s ome very informative conversations with Russian 
trainers who were using advanced “accelerated mental training” techniques, 
which he la ter successf ully ado pted a t t he Op timal P erformance I nstitute. 
Now, mental training is common with athletes, but the same techniques are 
equally powerful in business. Ā ey are just not used very oft en.

In 1990, a n IBM s ubsidiary hired the Optimal Performance Institute to 
train i ts 300 t op salespeople. Dean instructed them to bring a c lient prob-
lem t hey could not s olve into t he one-day s ession. Aft er le arning a nd just 
beginning to practice these techniques, 83% of the participants said they had 
discovered t he s olution t o t heir p roblem d uring t he s ession. Ā es e same 
high-performance techniques for athletes can provide solutions for conscious 
change leaders to the complexities of leading transformation.
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 We tend to perform best when we are confi dent, calm, a nd centered because 
that  “ expanded ”  state of being makes it easier to focus 100 percent on the task. When 
we are in a  “ contracted ”  state — experiencing fear, doubt, or anxiety — we tend to lose 
focus because we are mentally and emotionally preoccupied with our internal upset. 
Our egos are engaged rather than our beings operating in pure awareness of what is 
happening around and within us. H owever, the best performers in a ny discipline, 
from sports to acting to leading transformation, are those people who have developed 
the ability to manage their internal state and can maintain 100 p ercent focus on the 
task, regardless of their emotions. For these  “ masterful ”  people, contracted emotions 
don ’ t distract them. When their ego is triggered and they feel fear, but they are able to 
remain consciously aware, operating from their being with one - pointed concentra-
tion, and they can take the energy of the fear and apply it to their performance. 

 In Table  7.1 , no tice ho w P erson A ’ s p erformance suff ers as he los es men-
tal fo cus over t he t hree tr ials. S ee how Person B ’ s p erformance improves as she 
increases her focus over the three trials. Notice also that a lesser - skilled person can 
actually perform better than a person of greater skill — if the lesser - skilled person is 
in a more  “ centered ”  and  “ focused ”  state of mind. With all of the distractions and 
dynamics of leading transformation, this is an essential skill to master as a conscious 
change leader.   

  SELF - MASTERY 

  Self - mastery  is t he p rocess o f t urning inward a nd en gaging y our co nscious 
awareness t o dis cover t he pa tterns in y our minds et, emo tions, a nd b ehaviors; 
transforming those patterns that are limiting, and engaging ones that model your 
chosen wa ys o f b eing a nd deli ver y our desir ed r esults. S elf - mastery is p ersonal 
development in all four dimensions of ourselves: physically, emotionally, mentally, 
and spiritually. Ā e pursuit of s elf - mastery less ens t he control your ego has a nd 
places it with your authentic self — your being. 

 Conscious change leaders pursue self - mastery in two ways: self -  management 
and p ersonal transformation. S elf - management is t he ability to manage your 
internal state of being in  real time  so you can be more focused and centered as 
you perform. Self - management skill is le arning to manage your ego ’ s fears to 
maintain 100 percent concentration. Personal transformation is the process of 
overcoming hist orical o r co nditioned f ears, do ubts, a nd s elf - limiting wa ys 
of b eing t hat k eep y ou f rom b eing f ully f ocused in p resent time o r ca use 
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SELF-MASTERY TECHNIQUES

There are many self-mastery processes, tools, and techniques that you can use 
to improve both your self-management and personal transformation skills:

Breathing techniques (See premium content: How Developing Breath 

Control Can Make You a Better Leader; www.pfeiffer.com/go/anderson.)

Body awareness and relaxation techniques

Mental rehearsal tools, including visualization and affi rmations

Emotional release techniques

Focusing techniques

Behavior pattern reprogramming

Personal visioning and purpose identifi cation

Energy management

Diet and exercise

Values clarifi cation

Core belief identifi cation

Behavioral style assessments

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

undesirable b ehaviors. Personal transformation is a lo nger process that t akes 
place  over time . 

 Notice the relationship between self - management and personal transforma-
tion. Self - management is w hat change leaders do  “ online ”  to adjust their internal 
state d uring r eal - time ac tivities t o maximize t heir p erformance. Personal tra ns-
formation is what change leaders do  “ off  - line ”  over time to manifest more of their 
potential. It is ho w t hey overcome ha bitual eg o r eactions s o t hey w on ’ t need t o 
 manage  them in real time. Both of these skills begin with conscious awareness and 
a strong ability to witness what is g oing on inside of you. Both enable conscious 
change le aders t o o perate f rom t heir b eings more a nd t heir eg os les s. D oing s o 
dramatically raises their eff ectiveness.   

 Ā e key to self - mastery, as wi th any skill s et, is  practice . It is r elatively easy 
for us to break a behavioral habit in an isolated situation but far more diffi  cult for 
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CASE-IN-POINT

Our role in this intervention was to help the executive team transform the plant 
from “worst-in-class” to “best-in-class.” Early in the change eff ort, Henry, the 
team leader, committed himself to taking a conscious approach and pursing 
his own self-mastery with our assistance. Henry was t he new facility man-
ager, a young upstart recently out of business school who thought he knew all 
the latest management approaches to improving work processes. Joe was the 
production superintendent of the facility, a hard-nosed, long-term employee 
with tw enty y ears o f s ervice w ho was t he t echnical exp ert in r unning t he 
manufacturing facility’s machinery. Both Henry and Joe were loyal employees 
who wanted to contribute the most they could to the organization.

Joe, w ho r epresented t he “old gua rd,” r esisted H enry’s ne w ide as a nd 
refused t o implement t hem f ully. Henry f elt t hreatened by Joe’s resistance, 
for he realized that the entire facility was swayed by Joe’s opinions. For three 
months, Henry and Joe went at it toe-to-toe, with no resolution in sight. As a 
result of their constant bickering, the plant’s executive team was in dis array, 
divided along party lines between the “newcomers” and the “old guard.” Ā e 
plant’s performance continued to deteriorate, primarily as a result of the lead-
ers being unable to agree to a change strategy.

Henry, in exasp eration, r equested s ome coac hing f rom us. W e t aught 
him a n umber of self-mastery tools, which he b egan to practice and apply 
eff ectively. As a result, he began to explore his fundamental assumptions and 
core beliefs about the situation. With some assistance, Henry began to real-
ize that he was assumin g that Joe was a t hreat, perceiving Joe as inher ently 
obstinate, and battling with Joe from the belief that if he, Henry, didn’t “win,” 
he would lose face and credibility with the other managers. Looking deeper 
within himself, Henry saw that his hostility toward Joe was driven by his own 
desire and need to be seen as competent, which he s aw as his pa th to being 
included and liked by the other leaders. Henry realized that this competency 
issue came from his own deep-seated doubt in himself and his desire to make 
a real contribution. When he wasn’t sure that he was capable, Henry usually 
felt that others saw him as incapable, and that frightened him because he had 
such a high need to be included and liked.

(continued )

CH007.indd   175CH007.indd   175 8/19/10   9:40:43 AM8/19/10   9:40:43 AM



176 Beyond Change Management

us to sustain the new behavior over time. Ā e processes, tools, and techniques in 
the sidebar are only eff ective if y ou use them regularly. In our change leadership 
development work, we consistently see that those change leaders who establish and 
maintain a daily practice of self - mastery become the most masterful. No ifs, ands, 
or buts: practice makes perfect. 

 Committing to a daily practice of self - mastery is a natural by - product of choos-
ing to live and lead transformation consciously. It begins with your choice to turn 
inward — to refl ect about who you are, how you are in t he world, and what impact 
you aspire to have on those around you. In choosing a conscious approach to change 

CASE-IN-POINT (continued)

Henry’s ne w awareness o f his p reviously unco nscious minds et ena bled 
him to begin a personal transformation process. He began to acknowledge his 
own competence separate from what others thought of him and began to view 
Joe as an ally who held the shared vision of making the facility as successful 
as possible. Ā is shift  of mindset, along with breathing and centering tech-
niques, enabled Henry to behave and act diff erently toward Joe in real time. 
Rather than tell Joe how his old ways were wrong, Henry began to listen to Joe 
more, to entertain Joe’s views rather than pontifi cate his own. Over the course 
of a f ew weeks, Henry’s change in b ehavior and performance began to alter 
his results with Joe. Joe began to tone down his own hostility toward Henry; 
Joe had less reason to fi ght because Henry was no longer his adversary. Soon 
Joe began to listen more himself and was surprised by the good ideas he heard 
coming from Henry. As Joe warmed to Henry’s innovations, he tried a few of 
them, and their successes helped Joe build further trust in Henry.

Over time, Henry and Joe’s bond strengthened as the performance of the 
facility improved. Ā e r est o f t he ma nagement st aff  b egan t o t emper t heir 
own hostili ties as t hey s aw t heir le aders co operate more. S oon t hey had a 
collaborative solution for transforming the facility. In the end, Henry and Joe 
formed a tight partnership based on mutual respect and open acknowledge-
ment that each brought diff erent and equally essential pieces of the facility’s 
overall formula for success. Ā e team excelled, and the plant emerged twelve 
months later to become “best-in-class.”
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 leadership, you will naturally begin to self - manage in real time and personally trans-
form over time. And like wine, as you age you will just keep getting better.   

 Ā e Case in Point demonstrates the importance of self - mastery in action and 
its ability to help change leaders recognize and change their mindsets and behavior 
through both self - management and personal transformation processes and tools. 
Ā e case illustrates the basic behavioral tenet of self - mastery: 

Fix yourself Ā rst, and then others, and the environment.

By  “ fi x, ”  we do not mean that you are broken. Remember, we all have conditioned 
egos that cause undesirable ways of being in us a nd lesser results than we want. By 
 “ fi x, ”  we simply mean attend to and manage your own self and mindset fi rst. Engage 
your conscious awareness and return to a clear and centered internal state so you are 
better able to deal with the external situation and people. Put your  “ being fi rst. ”  

 In Henry ’ s case, he was able to create a powerful partnership with Joe because 
he s aw how his o wn minds et was cr eating t he hostile r elationship wi th Joe. He 
owned that he was r esponsible for contributing to their confl ict. Yes, bull - headed 
Joe also contributed, but Henry realized that he co uld not change Joe. He could 
only c hange him self. C onsequently, he  “ awoke ”  t o his p reviously unco nscious 
mindset and antagonistic way of behaving toward Joe and altered himself accord-
ingly. When he shift ed his minds et about Joe, his f eelings, behavior, and actions 
began to change. Because he was relating to Joe in a diff erent way, it set up a diff er-
ent dynamic between them. Over time, these new conditions between Henry and 
Joe enabled Joe and the rest of the management staff  to alter their own mindsets 
and behavior. Henry modeled the fundamental way of being of a conscious change 
leader: He turned inward and  “ fi xed ”  himself fi rst. Recall t he guidelines f or sup-
porting the transformational shift : When we operate from our own being and hold 
the space for others to be how they are, it sets up the conditions for them to begin 
to shift  out of their own ego reactions. 

 Our abilities as change leaders   expand the moment we realize that the lever-
age p oint f or tra nsforming ext ernal e vents (o ur o rganizations) is tra nsforming 
our o wn in ternal minds et a bout t hose e vents. W hen w e t ake r esponsibility f or 
the self - generated constructs of our own limiting mindsets and transform them, 
we acquire the potential to relate to the external situation in ways that enable the 
situation to change. It is diffi  cult for us to see a solution to a change - related problem 
without fi rst altering our mindset. Albert Einstein said it best in his no w - famous 
quote:  “ Ā e problems that exist in the world today cannot be solved by the level of 
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thinking that created them. ”  To solve or change anything of signifi cance, we must 
fi rst transform our mindsets to operate from a higher level of being and thinking. 
Pursuing self - mastery unleashes this capability. 

 From our perspective and the empirical evidence we have from thirty years 
of delivering to our clients the Being First Approach, self - mastery training should 
be a co re co mponent o f all o rganizational tra nsformations. I t is t he f oundation 
of unleashing the human potential in an organization and the primary generator of 
breakthrough results.  

  PERSONAL EMPOWERMENT AND RESPONSIBILITY 

 For many of us, the fact that we create our own experience of reality based on 
how we see the world is diffi  cult to accept, for it means that we are responsible for 
our own reactions, behaviors, and results. It is much easier for us to assume that we 
are not responsible, that we are somehow victims of the external forces around us. 
Ā e belief pattern of this victim mentality goes something like this:  “ Events happen 
and they aff ect me; I cannot control how I feel or react. Since the events  ‘ caused ’  me 
to feel and behave the way I do, I am not responsible. ”  Ā is  “ victim ”  mindset results 
when we do not understand the infl uence of mindset on our perception of reality. 

 When we are operating on autopilot, this victim mentality is the norm for most 
of us. I t is t he identity the ego craft s t o keep us f eeling okay about ourselves in t he 
face of an undesirable situation. Recall that the ego thinks it is bad to experience con-
tracted emotions, so when they are triggered, it simply takes the position of labeling 
the circumstance as the cause of them, absolving itself of any responsibility. 

 Ā is victim orientation is t he biggest drain on the human potential in o rgani-
zations. It is t he exact opposite of personal empowerment and responsibility, which 
are co rnerstones o f hig hly f unctional p eople.  Personal r esponsibility , ul timately, i s 
acknowledging that we are the source of all of our internal reactions and the behaviors, 
style, and outcomes they produce. It is the natural orientation we take when we fully 
understand and embrace the fundamental fact that  “ mindset is ca usative. ”     Personal 
empowerment  is t he o utcome o f t aking p ersonal r esponsibility. I t is accessin g t he 
source of our personal power — our  being  — through consciously observing our ego ’ s 
limiting reactions and transcending them.  Personal empowerment  is the ability to step 
outside of our ego ’ s comfort zone to make positive things happen and deliver results. 

 Conscious c hange le aders s eek t o o perate wi th p ersonal r esponsibility 
and em powerment, b ut t hey als o co nsciously s et u p t he co nditions t o su pport 
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 stakeholders in t heir change eff orts to do t he s ame. As we le arned in t he previ-
ous chapter, t hey interface with p eople w ho are in r esistance in wa ys t hat as sist 
those people to take personal responsibility by expressing their resistance, which 
of course starts to resolve the resistance. Ā ey also provide training and develop-
ment w here f easible t o t each s takeholders t he human d ynamics w e a re dis cuss-
ing in this section. Aft er this level of understanding is present in an organization, 
ego - activated issues g et resolved quickly because people spend their time s olving 
them rather than  blaming, defending, or attacking each other. Ā ey become better 
performers and contributors, and better able to produce real results. Daily issues 
in  transformational change eff orts such as process breakdowns, role and decision 
making confusion, power and control issues, communication problems, interper-
sonal confl icts, and performance issues no longer cause major roadblocks. 

 Initially in their relationship, Henry and Joe each held onto a victim mental-
ity, b laming o ne a nother f or t heir co nfl ict. Ā ey w ere e ach gi ving u p t heir p er-
sonal power to change and create the results they wanted. Ā ey focused more on 
complaining about each other than the source of the problem they could actually 
infl uence and fi x — themselves. It only takes one side to generate a shift  in an inter-
personal dynamic. In this case, Henry  “ woke up ”  fi rst. 

  Co - Creative Way of Being 

 As w e p ursue s elf - mastery a nd tra nsform o ur eg o co nditioning t o tra nscend 
(fulfi ll) our core needs, w e express more of our b eings. Ā is generates ne w, more 
 “ evolved ”  wa ys o f b eing in us. W e   fi ght o r fl ight   less a nd su pport a nd inc lude 
more. Our hearts open because they contain less pain about our core needs not being 
met. We think more about others and what is b est for the organization as a w hole 
because we have less need to focus on our ego ’ s self-interests. We become more com-
passionate, supportive, and cooperative. We become open to feedback, learning, and 
course correction. We become more fl exible. We look for and accept others ’  input to 
our ideas. We engage in two - way communication, with as much or more attention on 
listening than speaking. We lessen our need to dominate and replace it with a sincere 
desire to collaborate.

Ā e really great thing is that all this comes naturally. It takes attention to transform 
our egos, but what emerges out of that transformation takes no major eff ort because it 
is a natural outgrowth of our self - mastery. When we quiet the voices of our egos, our 
automatic and unconscious way of being becomes more  “ co - creative ”  (Exhibit  7.1 ).   
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 Ā ese a ttributes a re  “ co - creative ”  in na ture b ecause t hey est ablish in us a 
greater ability to work in collaboration with others in pursuit of what is best for the 
larger organization. With a co - creative mindset and behavior pattern, we become 
capable of extraordinary results. When large numbers of people in an organization 
develop this way of being, breakthrough becomes far more probable.  

Leaders and trainers take note: A very important point to understand here 
is t hat tra ining a nd de velopment in t hese typ es o f behaviors ca n b e v ery us e-
ful. However, behavior training will never be the source of people operating co-
 creatively. Ā e source is t heir own inner a wareness—their being—that emerges 
naturally when they personally transform the limitations within their egos. Ā is  
makes p ersonal tra nsformation tra ining, esp ecially w hen co upled wi th b ehav-
ior training, a very powerful intervention; and made even more powerful when 
overtly link ed t o tra nsformation o f y our o rganizational syst ems a nd c ulture. 
Again, an integrated—and integral—approach to change in all quadrants and all 
levels produces maximum results.

  Awareness: The Foundation of Self - Mastery 

 Exhibit  7.2  off ers a sim ple but very eff ective way to help you identify your 
habitual reactions and patterns. Make copies of it, or create a sp readsheet like it, 
and use it for a week as a da ily log to record your experience. Fill i t in as s oon as 
possible aft er leaving situations in w hich you were very  “ centered ”  and eff ective, 
or in w hich y ou r eacted negatively in wa ys y ou w ould lik e t o c hange. D escribe 
what o ccurred in t he si tuation t hat  “ triggered ”  y our p ositive o r nega tive r eac-
tions. Be specifi c, especially about your physical sensations, emotions, and internal  

Exhibit 7.1. Co-Creative Ways of Being

Attend to the needs of others and the organization as a whole

Personally empowered and responsible

Collaborative and supportive

Caring and considerate of others’ needs

Authentic; operating with high integrity and transparency

Flexible

Learning and development-oriented; passionate about improving
 

◗

◗

◗

◗

◗

◗

◗
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“ self - talk. ”  In just a couple days, you will begin to see patterns across the columns. 
You will notice that similar situations trigger similar mental, emotional and physi-
cal states; behaviors; actions; and results. As you become familiar with both your 
self - limiting and optimal internal states, you will recognize them more quickly so 
you can either course - correct or reinforce them. Over time, your physical sensa-
tions and thoughts will become wake - up calls that activate your inner witness for 
real - time self - management and off  - line personal transformation work.     

  WALKING THE TALK OF CHANGE 

 A critical change leadership behavior is for leaders to walk the talk of their 
change e ff ort, t o mo del t he tra nsformation t hey a re a ft er in t he o rganization. 
Ā e  “ talk ”  denotes their vision of desired behaviors, and the  “ walk ”  denotes their 

  WORKSHEET

  SELF - LIMITING 

     External 
Situation   

   Emotional 
Reaction   

   Physical 
Sensations   

   Mindset and 
Self - Talk      Behaviors      Actions      Results   

                
                
                
                

  OPTIMAL 

     External 
Situation   

   Emotional 
Reaction   

   Physical 
Sensations   

   Mindset and 
Self - Talk      Behaviors      Actions      Results   

                
                
                
                

Exhibit 7.2. Assessing Your Ways of Being

© 2011, Pfeiffer, An Imprint of John Wiley & Sons
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the behaviors and actions they actually model. Leaders who do no t align t heir 
walk a nd t alk, a nd consistently s ay one t hing a nd do a nother, est ablish a p re-
dictable path to failure. Ā is breeds distrust and dissention, increases employee 
resistance, a nd da mages all ho pes o f b uilding em ployee co mmitment f or t he 
transformation. 

 Walking the talk of change essentially means leading from the way of being 
that is aligned to, promotes, and demonstrates your desired culture. Ā is aligns your 
individual behavior and mindset to the desired culture and models it into existence. 
Of course, you will need t o align systems, structure, processes, and technology as 
well, but we will co me to that in t he next c hapter. All t hings being equal, change 
leaders operating consciously have greater ability to walk their talk of change than 
those operating on autopilot because of their increased awareness and sustained 
focus and commitment to their own self - mastery process. 

 Walking t he t alk do es no t me an t hat y ou need t o b e p erfect all t he time . 
Mistakes a re exp ected a nd q uite accep table as lo ng as y ou do t hree t hings —
 (1) ac knowledge y our inco ngruent b ehavior t o y ourself a nd t hose i t im pacts; 
(2) make overt amends for it as a ppropriate; and (3) b ecome more consistent in 
your talk and walk over time. 

 You may initially resist the idea of overtly acknowledging negative behaviors, 
especially t o sub ordinates, b ut y ou will b e a mazed a t ho w p owerful t his simple 
act is in b uilding trust and establishing a cultural norm of personal  responsibility 
throughout your organization. We are all h uman, and we all mak e mistakes. Ā e 
mistake is s eldom the real issue. C overing i t up or not acknowledging i t creates 
the p roblem b ecause i t es tablishes b y defa ult a c ultural no rm o f ina uthenticity. 
Inauthentic behavior stifl es openness, truth telling, and learning. By being vulner-
able and taking responsibility when you do no t model your desired culture, you 
will promote others to do the same. Ā is “bad” modeling can be equally, if not more 
important than the times when you do model desired behaviors. Your humbleness 
about your own imperfections and your openness to reveal and acknowledge them 
to others encourages t hem to do t he s ame. It est ablishes c ultural norms of s elf -
 refl ection, le arning, a nd co urse co rrecting (s elf - mastery!). With t hese no rms in 
place, your culture will unleash more of its human potential, making breakthrough 
results a greater possibility. It all starts with you modeling what it means to operate 
consciously, making inner dynamics and self - development an overt and legitimate 
aspect of your organization ’ s culture.  
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  SUMMARY 

 In this chapter, we have demonstrated that mindset is ca usative. Ā e mind-
sets we hold as c hange leaders infl uence (1) w hat we see in o ur transformations; 
(2) our internal experiences; (3) our decisions; (4) our impact on others; and (5) our 
performance and results. We showed that the signifi cant impact of mindset calls for 
the ongoing pursuit of self - mastery; that learning, self - management, and personal 
transformation are critical aspects of successful organization transformation. We 
also suggested that we as co nscious change leaders, have a cr itical role in mo del-
ing desired ways of being in our organizations and to bring those to life as desired 
cultural norms. 

 In t he next c hapter, w e will exp lore c ulture: i ts cr itical role a nd impact o n 
change leadership success, and how positive cultures unleash greater human poten-
tial and results.  
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C H A P T E R

8
                                                  The Role and Impact 

of Culture          

Ā e only thing of real importance that leaders do is to create and manage  culture. 
If you do not manage culture, it manages you, and you may not even be aware of 
the extent to which this is happening.

—Edgar Schein

 We st arted t his s ection by addressing t he human dynamics of commitment 
and resistance. In the previous chapter, we explored the role and impact of 

mindset and saw how it is key to optimizing human performance and establishing 
a person ’ s readiness to change. In this chapter, we explore culture — an oĀ en  elusive 
component o f tra nsformation — from t he p erspective o f ho w i t ca n unle ash (o r 
 stifl e) human potential and performance. We address diff erent types of cultures and 
explore the fundamentals of transforming culture.  

  WHAT IS CULTURE? 

  Culture is to an organization as mindset is to an individual . Culture is the way 
of b eing of t he organization — its character or p ersonality. Within c ulture lie t he 
company ’ s core values, its norms and operating principles, and its myths and stories. 
It determines what types of individual behaviors are acceptable or not, and shapes 
the behaviors and style exhibited by the organization in t he marketplace. Culture 
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infuses  “  how  work gets done around here ”  and how the organization behaves in 
relation to its customers. Culture is the interior dimension of the collective. 

 Culture has im pacts o n a n o rganization q ualitatively simila r t o t hose t hat 
mindset does on an individual. Culture impacts the organization ’ s  “ perception ”  of 
its  reality, ho w i t p ursues o pportunities, r esponds t o co mpetition, o r de als wi th 
 product recalls and downturns in t he market. Culture impacts the state of being 
of i ts  employees (morale) and s ets the tone for p eople ’ s emotional exp erience at 
work. Culture impacts the organization ’ s performance and results and determines 
how much of the human and organizational potential actually gets released into the 
marketplace. Culture establishes the norms regarding personal responsibility and 
empowerment, and it impacts the organization ’ s orientation to learning (organiza-
tional mastery). Culture determines the level to which the organization  “ walks the 
talk ”  of its espoused values. It is a pervasive force — a key factor in leading success-
ful transformation. 

 Culture is ini tially formed as t he organization takes on the mindset, behav-
ior, and style of its founders. It is em bedded over time into the very fabric of the 
organization through its formal and informal policies and procedures, methods, 
 practices, and ways of operating. Th e leaders, consciously and overtly or not, ensure 
that t heir o wn w orldviews, b eliefs, val ues, a nd w ork et hic a re inf used in to ho w 
the o rganization o perates. Th ink a bout H ewlett a nd P ackard in t heir co mpany, 
Steve Jobs at Apple, Larry Page and Sergey Brin at Google, and Bill Gates and Paul 
Allen at MicrosoĀ . Each of these leaders put their own cultural mark on their orga-
nization while it was in its early, formative stages. Th ere is  nothing wrong with this; 
it is j ust what happens when people organize and work together over a p eriod of 
time. Culture forms whether we want it to or not. Th e only variable is what it forms 
into, which we will address later in this chapter. 

  Indicators of Culture 

 Not too long ago, Dean was riding an elevator with a client named Jim, who 
was the CIO of a large multi-national company headquartered in Chicago. Th ey  
were riding the elevator down from the twenty - fi Ā h fl oor executive suite to the 
lobby of the headquarters building at the end o f a lo ng work day. Dean noticed 
that e veryone in t he ele vator was ca rrying a b riefcase. When t hey a rrived, t he 
lobby was b ustling with activity as p eople were leaving their offi  ces for the day. 
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It then struck Dean that nearly everyone in t he lobby was als o carrying a brief-
case. Surprised, Dean pointed this out to Jim, asking,  “ Does everyone bring work 
home at night? ”  

  “ Oh, no, few people work aĀ er hours, ”  Jim replied.  “ You have been work-
ing with our CEO long enough to know that he is a workaholic. He is here early 
and st ays la te. P eople ca rry t heir b riefcases ho me t o demo nstrate t heir w ork 
ethic, but few actually do any work. It is just part of our culture to look extremely 
dedicated. ”  

 Culture is ha rd to see, hear, or touch. In itself, it is no t tangible. It is v ery 
diffi  cult to see the  “ mindset of the organization, ”  unless we look at how the orga-
nization behaves and how it operates. We fi nd culture by peering into the other 
three q uadrants, as i t is al ways refl ected t here t o a signifi cant degree. We s ee 
culture in p eople ’ s  behavior , as in ca rrying a b riefcase ho me a Ā er w ork, ho w 
decisions get made, or how information is shared. We see culture in an organiza-
tion ’ s  systems , structures, policies, technology, hiring practices, reward mecha-
nisms, a nd b usiness p rocesses b ecause t hey a re all es tablished as a r efl ection 
of t he c ulture. And w e s ee c ulture in t he  mindsets  disp layed b y t he ma jority 
of t he o rganization ’ s em ployees, ma nifested in t he pa tterns o f t heir a ttitudes, 
comments, emotional reactions, and decisions. Remember: All f our quadrants 
refl ect each other. 

 We are strong proponents of assessing your culture at the beginning of a trans-
formational change eff ort s o you have objective data about i t and i ts impact on 
organizational p erformance and employee b ehavior. But e ven if y ou do no t for-
mally assess your culture, you can quite eff ectively get a s ense of it by observing 
what we call  “ indicators of culture ”  (see Exhibit  8.1 ).   

 Seasoned change leaders and consultants can very quickly and accurately 
assess t he basic c ulture o f a ny o rganization b y ga thering inf ormation a bout 
a ha ndful o f t hese k ey indica tors. F or exa mple, assume a n o rganization has  
numerous levels of hierarchy with strictly enforced privilege policies, like who 
parks his or her car where or who gets what size offi  ce. Also assume that in this 
organization, information is protected and closely held as a sign o f power, and 
that when information is sha red, it fl ows generally f rom top to bottom in t he 
form o f a nnouncements a bout co rporate p olicy decisio ns. A ssume als o t hat 
the highest ranking person in a meeting makes all of the decisions, that mistakes 
are punished he avily, a nd t hat no f ormal str ucture or process f or le arning or 
feedback exists. 
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Exhibit 8.1. Typical Indicators of Culture

Leadership style

Communication patterns; tone of typical conversations

Decision-making styles

Use of information

Use of electronic communication as a vehicle for information sharing, decision making, 
and relationship building

Level classifi cations and privileges

Monitoring systems

Performance standards and expectations

Consequences of failure and orientation to learning

Space/layout

Norms and behavior

Stories, myths, traditions, and rituals

Heroes and heroines

Symbols (brand, logo, motto, language, relics)

These indicators of culture are its overt expressions. They refl ect culture in the other 
three quadrants of mindset, behavior, and systems. They make culture visible. Indicators of 
culture are like signposts, the tell-tales that collectively reveal the personality or character 
of an organization.
 

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

 Given these indicators, what is the culture of this organization? You can safely 
bet that this is a  “ power and control ”  culture in which rank delivers signifi cant priv-
ilege and authority, leaders solicit little employee input and make all key decisions, 
employees are dis empowered and reactive, and p eople  “ cover t heir butts ”  rather 
than take r isks. You might exp ect the organization to b e highly unionized, with 
poor customer service ratings, and a tra umatic track record of change. Certainly 
you would have to dig a b it deeper to check out these assumptions, but these few 
key indicators would give you a fairly accurate fi rst assessment of the culture and 
its underlying design principles. 

 Exhibit  8.2  lists t he typical indicators of culture. Use it to make an informal 
assessment of your current culture, and compare that against the culture you believe 
is needed to succeed in y our market. Recall your drivers of change and refl ect on 
what ideal culture your market is  “ suggesting ”  you need to excel. Is a culture change 
required in your organization?     
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Exhibit 8.2. Indicators of Culture

WORKSHEET

Indicator
Common Examples in 
Your Organization

What This Infers 
About Your Culture

Leadership style

Decision-making styles

Distribution of infl uence

Degree of autonomy

Level of employee involvement

Frequency, tone, style, and 
direction of communication

Use, fl ow, and availability of 
information

Level classifi cations and privileges

Job design

Use of rewards and punishments

Monitoring systems

Performance standards and 
expectations

Goal clarity

Consequences of failure and 
orientation to learning

Space, layout of offi ces

Norms and behaviors

Stories, myths, traditions, and rituals

Heroes and heroines

Symbols (brand, logo, motto, 
language, relics)
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  THE IMPACTS OF CULTURE ON PERFORMANCE 

 In de velopmental a nd tra nsitional c hange eff orts, le aders ca n under  - attend 
to culture and s till achieve their desired business results. But in tra nsformation, 
we have already est ablished t hat c ulture c hange is cr itical. B efore y ou decide t o 
ignore c ulture in no ntransformational change eff orts, keep in mind t hat c ulture 
is a p rimary force that either limits the performance of your people — and, there-
fore, the results in the organization — or unleashes their full potential. You cannot 
achieve truly breakthrough results without creating a culture that promotes human 
excellence in b oth individuals and t he collective. Th e fac t t hat c ulture change is 
such a hot topic these days is testimony to the impact of culture on organizational 
performance. We all intuitively and experientially know that culture impacts how 
people behave and perform, and the organization ’ s results. 

 Th e Fundamental Law of Organizational Success (Table  8.1 ) establishes this 
premise at a t heoretical level. It provides insights about the impact of culture on 
organizational performance similar to those the Fundamental L aw of Individual 
Success (Chapter  Seven ) revealed about the impact of mindset on individual per-
formance. In Table  8.1 , notice t hat w e replaced t he  “ mindset ”  co lumn f rom t he 
earlier table with  “ culture, ”  and we replaced the  “ ability level ”  column with  “ core 
competencies. ”  Our core competencies label refers to the organization ’ s total capa-
bility f or results — its f ull p otential — as det ermined by i ts products a nd s ervices, 
their quality and fi t with customer ’ s needs, its marketing and customer awareness 
and evaluation of its brand, as well as how it is designed organizationally (its struc-
ture, business processes, technology, systems, skills, etc.). Th e rating simply shows 
that Company A has more  “ competency ”  than Company B. 

Table 8.1. Fundamental Law of Organizational Success

Company Core Competencies ×       Culture     = Performance

Company A 10 100% Constructive 10

Company A 10 80% Constructive 8

Company A 10 60% Constructive 6

Company B 8 60% Constructive 4.8

Company B 8 80% Constructive 6.4

Company B 8 100% Constructive 8
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 Assume two companies have similar core competencies, missions, strategies, 
systems, staff s, and skills. One has a culture that is co-creative: vibrant, empowered, 
collaborative, supportive, results and learning oriented, information sharing, and 
passionate about serving customers. Th e other company ’ s culture is staid and static, 
based on entitlement, risk aversion, information hoarding, and an attitude of  “ we 
know what is best for the customer. ”  Whose stock are you going to buy? Clearly, the 
organization whose culture unleashes its people ’ s potential will win in t he market 
every time, as long as it possesses and applies capability near commensurate with 
its competitors.

Culture is a det ermining factor in e very organization ’ s success. I n Table  8.1 , 
notice how both companies achieve more of their potential the more co-creative   their 
culture becomes. Notice also how Company A, which has more competency, could 
actually b e b eaten in t he ma rketplace b y i ts co mpetitor wi th les s co mpetency 
(potential) if its competitor had a more co-creative culture.   

 Some c ultures release more of an organization ’ s human p otential t han others. 
Th ey enable and catalyze greater results. Let ’ s investigate what these cultures look like. 

  Types of Cultures 

 Culture is like an unconscious design requirement. Everything tangible in the 
organization is inadvertently built off  its template. If the culture is high performing 
in its nature, then most lik ely so will t he organization ’ s systems (content) and its 
people (mindset, behavior, and performance) be. But which types of cultures are 
high performing, and which types are not? 

 Before we share our experience and present some research, let ’ s start with your 
own experience of teams (a collective that has a culture, just at a smaller scale than 
an organization). Th ink of the highest performing team you have ever been a part 
of. It may have been a t eam related to work, sports, your church group, a s ervice 
organization, or any other group that had a common purpose. You may have been 
on this team recently or years ago. What were this high - performing team ’ s attri-
butes? What made it so special? How did it behave and operate that set it apart and 
led to its superior results? What was its character and way of being? 

 We have asked many teams this question over the years, and the answers are 
always very similar (Exhibit  8.3 ). In this exercise with teams, we also ask,  “ What 
attributes that you commonly experience in low - performing teams were absent from 
the hig hest p erforming team? ”  Th is question als o generates consistent answers.  1   
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Exhibit 8.3.  Commonly Stated Cultural Attributes of High-Performing 
and Low-Performing Teams

HIGH-PERFORMING TEAM CULTURES

Aligned intent and purpose; common known goal

Unconditional trust, mutual support, and collaboration

Friendly give-and-take among members; a sense of equality; “we are all in this together”

Extraordinary commitment and passion to deliver results

Personal initiative and responsibility; can-do attitude

Open fl ow of information

Fun

Clear roles and decision making

High personal integrity of members

Learning-oriented; forgiveness of mistakes; dedication to improvement

LOW-PERFORMING TEAM CULTURES

Confusion about goals and roles

More attention on personal power and status than performance

Opposition and confl ict among members

Compete with each other rather than cooperate

Disempowerment: wait for others to act rather than take initiative

Blame and fi nger-pointing

Low fl ow of information

Not much listening; lots of telling

Defend positions and mistakes rather than be learning-oriented

 

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

Th e majority of us seem to have a common perspective and experience — regardless 
of our role or status in the organization — about what type of team culture unleashes 
the greatest human potential and what types stifl e human performance.   

 In Exhibit 8.3, notice the strong correlation between our collective experience 
of high-performing cultures and the description at the end of the previous chapter of 
the co-creative way of being. High-performing team cultures get generated when 
members are operating “co-creatively” from their beings rather than through the 
fi ght or fl ight behaviors of their egos. Team members are not c lamoring to look 
good, gain power, or stay in control. Th ey are not worried about who is inc luded 
or not, or who is in charge and making decisions. Th eir egos are strong (they each 
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know who they are) and healthy (not lost in f ear of their needs no t getting met). 
Consequently, t he gr oup d ynamic (c ulture) t akes o n a uniq ue t one. E ach t eam 
member disp lays str ong indi vidualism (p resence) w hile sim ultaneously lo oking 
out for each other and the team’s achievement. Each brings their full capabilities 
to the endeavor without diminishing anyone else. Each individual’s way of being 
brings out the best in t heir teammates. Th ere is m uch connection, collaboration, 
alignment, and support. Collectively, they unleash the cumulative potential of the 
whole team. What could be better? Th is raises the question: What types of organi-
zational cultures deliver the greatest results? Th e most obvious answer is to say that 
positive organizational cultures will lo ok a lo t like positive team cultures and the 
mindsets of eff ective individuals. Th ey will be “co-creative.”     

 Th ere is great research on this topic performed by Human Synergistics, a lead-
ing le adership and c ulture ass essment fi rm operating for more t han forty years. 
Th e fi rm ’ s fi ndings parallel our own. Th ey identify three diff erent types of cultures 
they call (1) co nstructive; (2) passi ve/defensive; and (3) ag gressive/defensive (see 
Table  8.2,  Th ree Types of Organizational Cultures). 2    

 Th e Human Synergistics ’   “ constructive ”  culture is similar in nature to what we 
call a co - creative culture. Notice how their four norms of a constructive  culture —
  achievement, self - actualizing, humanistic - encouraging, and affi  liative — and the 
corresponding sample of behaviors refl ect our previous discussions of being and 
higher core needs. I n constructive cultures, people orient to excelling and being 
their best, achieving, growing and developing, being open and caring, participating 
with each other, learning, and sharing their inner, personal selves. Th is  produces a 
high level of trust, alignment, and collective support of common goals, and enables 
people to co - create together. 

 Passive/defensive a nd ag gressive/defensive c ultures r efl ect st ates in w hich 
people ’ s lower core needs a re not satisfi ed, and their egos dominate in unhe althy 
ways. Passive/defensive cultures take on the  fl ight  reaction of the ego, and aggres-
sive/defensive c ultures em body t he  fi ght  dynamic.  “ Power over and control of  ”  
become central themes in t hese cultures, as do emo tional insecurities, needs f or 
inclusion and approval, fear of failure, and needing to be right, which are all eg o 
dynamics. People tend to operate as victims, disempowered and blaming others for 
problems rather than jumping in and solving them. Learning is limited as people 
cover up mistakes rather than proactively and communally solve them. Dominance 
and control dic tate much of the relationship across boundaries of hierarchy and 
function, a nd co llaboration a nd su pport a re minimal . I n t hese c ultures, p eople 
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Table 8.2. Three Types of Organizational Cultures

Types of Culture Norms Behaviors

Constructive Achievement Pursue excellence; be enthusiastic; establish clear 
plans of action

Value members who set and accomplish own goals

Challenge yourself, but be realistic

Self-
Actualizing

Value creativity, quality over quantity

Balance task with personal development

Learning oriented; be unique and independent thinker

Humanistic-
Encouraging

Person centered; participation

Supportive; help others grow

Open to infl uence; be constructive

Affi liative Positive interpersonal relationships; share feelings, 
thoughts

Friendly and open

Support others’ satisfaction

Passive/
Defensive

Approval Confl ict avoidance; get agreement; be liked 
by others

Superfi cial “pleasant” interpersonal relations

Go along with; seek approval

Conventional Conservative and traditional

Bureaucratically governed and controlled

Conform and follow the rules; make a good
 impression

Dependent Hierarchically controlled; lack of empowerment of 
others

Do only what you are told; do what is expected

Clear decisions with superiors; please those in authority 
positions

Avoidance Punish mistakes; fail to reward success

Shift responsibilities to others; avoid being blamed for 
mistakes

Risk avoidance; wait for others to act fi rst

Aggressive/
Defensive

Oppositional Confrontational; oppose ideas; point out fl aws

Negative rather than positive reinforcement

Gain status by being critical of others; be hard to impress

(continued)
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tend to operate on the surface, both by being superfi cial with each other and by 
not addressing deeper mindset and cultural  “ causes ”  of problems and challenges. 
Digging deep is g enerally not an option because ultimately that unveils how one 
thinks and feels. Th ese are externally oriented cultures, and as we have repeatedly 
demonstrated, they insuffi  ciently attend to the inner domains of how people think 
and feel. Consequently, ego dynamics rule because leaders do not  “ look inside ”  to 
understand and transcend them. 

 Constructive, co - creative cultures operate from higher internal states of being, 
whether in a n individual, team, or organization, and this leads to higher perfor-
mance and better outcomes. We all know this intuitively, but a study by Cooke, and 
others  3   of more than 60,000 r espondents to Human Synergistics ’  Organizational 
Culture Inventory (OCI) corroborates our collective professional experience. Th is 
study assessed fi ve individual and fi ve organizational outcomes of culture that can 
drive the performance and long - term eff ectiveness of an organization. Regarding 
individual outcomes, their study demonstrated that  “ constructive cultural norms 
are p ositively a nd signifi cantly ass ociated wi th mem bers ’  r eports r egarding r ole 
clarity, quality of communications,  ‘ fi t ’  and job satisfaction, and negatively related to 
 members ’  reports of behavioral conformity. ”  Regarding organizational outcomes, 
they found that  “ constructive norms are positively associated with  quality of  products 

Table 8.2. Three Types of Organizational Cultures (continued)

Types of Culture Norms Behaviors

Power Nonparticipative; control subordinates; demand loyalty 
and followership

Authority by position; be responsive to demands of 
superiors

Take charge; build power base

Competitive Winning is valued; members rewarded for out-
performing peers

Win-lose; work against, not with peers to be noticed

Show strength; never appear to lose

Perfectionist Persistence and hard work valued; work long hours to 
meet narrowly defi ned objectives

Avoid mistakes; keep on top of everything

Detail oriented; miss nothing
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and services, commitment to customer  service,  adaptability, and the quality of the 
workplace, and negatively associated to employee turnover intentions. ”  

 Another qualitative research study  4   of Australian and New Zealand compa-
nies found that transformations f rom defensive cultures to constructive cultures 
produced n umerous p ositive b usiness o utcomes, inc luding (1) incr eased p rofi t, 
(2) increased employee engagement, (3) greater customer satisfaction, (4) business 
growth, (5) r educed o perating costs, (6) incr eased st aff  r etention, (7) incr eased 
market share, and (8) increased service quality. Th is should be no surprise to any of 
us who have lived inside diff erent organizational cultures over our careers. 

 So, we know that culture matters, but if the culture is not what it needs to be, how 
do you change it? How do you transform culture from defensive norms of behavior 
dominated by ego conditioning to constructive norms where people individually and 
collectively excel and work together to co - create breakthrough results?   

  TRANSFORMING CULTURE 

 How to transform culture is one of the cutting - edge challenges in most o rga-
nizations today. We have been studying and developing methods for successfully 
meeting this challenge for nearly thirty years, since about the time the organization 
transformation movement began in the early 1980s. We are proud to say that much 
of what we felt in our guts back then about what was needed t o transform culture 
was accurate. We are also embarrassed to confess just how na ï ve we originally were 
about what it really takes to implement those methods. Now, thirty years later, we are 
both wiser by the trials of experience and clearer about how organizations can trans-
form their cultures to unleash unheralded levels of performance in their people. 

 Given the intended scope of this book, we are not going to explore in dep th 
specifi c culture change strategies but will in stead highlight some of the key prin-
ciples and approaches that we believe are fundamental to your success. We will also 
introduce you to Being First ’ s approach to transforming culture. Let ’ s start with high-
lighting the six conditions that must be in place for your culture change to succeed. 

   Cul tur e Change C onditions for Suc cess 

     1.    Culture change must be relevant to the business.  It should be an answer to 
the organizational changes that your marketplace is signalin g that you need 
to make to be successful (remember the drivers of change). Th e case for  culture 
change must articulate that a c hange is r equired to deliver greater customer 
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and marketplace outcomes. Culture change is not just a good idea; it ’ s a busi-
ness necessity. Th is p oint must b e made c lear throughout the organization. 
It sho uld b e made r elevant t o all le vels o f y our b usiness — enterprise, b usi-
ness lines, teams, relationships, and individuals — as well as all functional and 
 geographic areas.  

     2.    Culture change must be explicit and legitimate.  Leaders should make the busi-
ness case overt. Culture change should be governed and led as a  legitimate change 
initiative, included in t he enterprise ’ s strategic change agenda, and  sustained 
until your desired culture is fully embedded and alive in your  organization. It 
should receive adequate leadership attention, with resources, time, and capa city 
allocated to the work required. When leaders treat culture change as vital, sur-
facing what is out of alignment with the desired culture becomes expected and 
encouraged rather than minimized or admonished.  

     3.    Culture change must include personal change.  Both leaders and employees 
should have opportunities to identify the behaviors that will both support and 
hinder the desired culture. Conversations, training, and other opportunities 
to support personal change should be provided so both leaders and employees 
can consciously engage in the personal changes required. We have described 
providing widespread personal transformation and leadership breakthrough 
training to shiĀ  mindset as a r ecommended and proven vehicle for accom-
plishing this.  

     4.    Culture change must have a cham pion and b e modeled by l eadership.  A 
prominent executive, oĀ en the CEO, should sponsor the culture initiative to 
make i t c lear to e veryone t hat i t is a cr itical change ini tiative. New c ulture 
messages a nd b ehaviors sho uld b e em bedded in all co mmunications, HR 
 systems, and employee interaction processes. All change initiatives should be 
consciously designed and run in ways that model the new culture, as distinct 
from the old. Leaders should be involved in teaching and modeling new cul-
tural norms and practices. Performance management systems should support 
eff ective leadership modeling.  

     5.    Culture change must engage a critical mass of your employees.  You cannot 
change culture by executive order. Culture change must be nurtured, devel-
oped, and brought forward through the interactions of people, both within 
levels and across levels. It is catalyzed through conversation, discussion, and 
the give - and - take of ideas. It is nonlinear and moves forward in spurts, with 
some a reas o f t he o rganization c hanging t heir wa y o f b eing, w orking, a nd 
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relating faster than others. Th is path of organization-wide culture change can 
only be sustained by engaging the entire organization in  consciously  address-
ing  “ who we collectively are and why. ”   

     6.    All aspects of the o rganization must be realigned to the d esired culture.  
Organizational structures, systems, processes, and technology should be eval-
uated for which support and refl ect the desired culture, and which do not, and 
then appropriate change eff orts put in place to realign those that do not. HR 
systems and p olicies, inc luding hir ing practices, succession p lanning, com-
pensation, and performance management should be realigned to support the 
new culture. Leader and employee mindset and behaviors must also align with 
the new culture, especially how people relate and operate across boundaries of 
hierarchy and function.    

  Culture Change and the Conscious Change Leader 
Accountability Model 

 What do es t he C onscious Cha nge L eader A ccountability M odel (r efer t o 
Figure I.1 in the Introduction) tell us about transforming an organization’s culture?

Organizational cul ture c hange r equires a p rocess t o a ttend t o a ll q uadrants 
within all levels, from individuals to the marketplace.

In o ther w ords, c ulture c hange is no t j ust c hange in s ome c ultural no rm. I t 
requires a tra nsformation o f t he en tire in tegrated syst em o f q uadrants a nd le vels. 
It touches individual mindset and behavior; relationship and team norms and work 
procedures; the organization’s systems, structure, business processes, and technology; 
and how the organization interfaces with its marketplace. In cultural transformation, 
we must realign all these dimensions to the new organizing principle that the culture 
seeks to embrace. All must be included as part of a successful culture change process.

 Th is is no small under taking. Th e good news is t hat a “tipping point” exists, 
and that when “adequate” change is underway in “enough” of these quadrants and 
levels, the gravitational force to remain the same will be outmatched, and the whole 
enterprise will ti p toward the new direction being established. Getting to critical 
mass is es sential. A k ey is t o address where your leverage points are and ensure 
adequate attention to them so you can effi  ciently and eff ectively apply your lim-
ited resources to get the overall transformation you seek. Change in certain quad-
rants and levels in your organization will generate greater infl uence on the overall 
transformation than others. Identifying those leverage points early is an important 
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CASE-IN-POINT: HOSPITAL SYSTEM

In one hospital system client, the transformation was focused on increasing 
patient o utcomes a nd lo wering cos ts b y b ecoming a mo re in tegrated sys-
tem. Th is was initially conceived of as a restructuring eff ort, but aĀ er assist-
ing ex ecutives t o addr ess t he im pacts o f s uch a c hange, ma jor dis coveries 
surfaced, including the most p rofound—that this fundamentally required a 
cultural transformation. Certainly, the new direction required shiĀ ing many 
external systems: altering case delivery procedures, roles, and responsibilities 
to become more evidence-based and multidisciplinary team oriented; align-
ing numerous fi nancial systems across regions; and implementing technology 
and infrastructure to build common, systemwide support operations. None 
of this could happen without addressing the culture: Th e competitive, unco-
operative relationship between regions had to transform to collaboration to 
build the needed cross-boundary teams for many core functions; between the 
system offi  ce and regions trust was required to successfully shiĀ  the resource 
allocation a nd decisio n-making mo dels t hroughout t he co mpany; a nd t he 
norm of each doctor doing procedures his or her own ways rather than based 
on e vidence-based b est practices had t o change. Th is transformation obvi-
ously required a very signifi cant mindset shiĀ  in doctors and nurses who were 
used to using their own care delivery protocols, which were now going to be 
determined by cross-regional best practice teams. Th e executives also real-
ized they would need to heal old, historic, emotional wounds in their largest 
medical group. AĀ er a full day of assessing the impacts of the transformation, 
the executives realized that changes in all four quadrants at all fi ve levels were 
required. Th eir eff ort would never have had a c hance of success unless t hey 
included all these areas in the design of their change process. By the way, this 
became a three-year eff ort, not the six-month eff ort originally conceived.

aspect of building an eff ective culture change strategy. One way to do this is to do 
an initial impact analysis of the overall direction of the transformation. Keep in 
mind that leverage points for culture change are diff erent in e very organization, 
which is why there is no cookbook or formula.  

Here is t he critical understanding: All quadrants and all le vels must be con-
sciously addressed in o ne way or another no ma tter what initially catalyzes your 
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CASE-IN-POINT: ELECTRIC UTILITY

We were called into an electric utility because a structural reorganization in 
the service department was having numerous problems (systems). When we 
inquired, we discovered that this reorganization was part of a larger culture 
change e ff ort o ccurring across t he organization to b ecome more c ustomer 
focused and service oriented. At the time w e entered the client system, this 
connection had not yet been overtly made to the people in the service center. 
Consequently, the culture change work being done at the enterprise level had 
little current impact, bearing, or integration on the work being done in t he 
service center. Th at was soon to change.

The service department had previously been organized by function, so 
when a customer called with a repair request, the order would pass across 
five dif ferent desks b efore b eing ex ecuted, causing unacceptable delays, 
great exp ense, a nd tr emendous c ustomer diss atisfaction. The s ervice 
department had b een str uctured t his wa y f or t hirty y ears a nd r eflected 
the o ld co mmand-and-control, silo-o riented c ulture. O ver t hese y ears, 
tremendous co mpetition, f rustration, a nd b lame had mo unted acr oss 
functions.

The r eorganization had cr eated s ervice t eams, wi th mem bers f rom 
each function now working together serving a specific customer area. We 
did an assessment and quickly discovered that the post-implementation 
work of developing these new teams to be able to work effectively together 
was completely neg lected. We created a t eam de velopment process t hat 
healed old personal wounds (mindset/behavior at relationship level), clar-
ified ne w r oles a nd r esponsibilities (t eam syst ems), b uilt t eam decisio n 
processes (team systems/behaviors), and made the journey to a collabora-
tive culture overt and achievable (team norms). We integrated this work 
with the collaborative culture work being done by human resources at the 
organizational le vel a nd cr eated a n in tegrated design t eam f rom acr oss 
functions to redesign enterprise processes and systems. By addressing all 
quadrants and all levels, our client was able to see where change was most 
needed and could prioritize it to reach the tipping point of transforma-
tion. The original reorganization effort quickly went from looking like a 
complete failure to one of great success.
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need to transform. Whether your starting point is content or culture, you must look 
up, down, inside, and across to see how the “whole, integral system” needs to trans-
form together. What you leave out will be your path to failure; what you include will 
be your foundation for possible breakthrough.

Note the similarities and diff erences in the Hospital System and Electric Utility 
Cases-In-Point about the initial catalysts for transformation and how the quadrants 
and levels were consciously attended to in diff erent ways.

    BEING FIRST ’ S APPROACH TO TRANSFORMING CULTURE 

 Attending to all quadrants and all levels, more or less together, seems impossible 
if you view this requirement through a mindset of separate parts; for example, address-
ing content in isolation or trying to manage human resistance to the change separate 
from the design and implementation of content. We need to s omehow integrate all 
the work required, in all the levels and quadrants, into a unifi ed change process. And 
we need to somehow know if our eff orts are delivering the results we want. 

 We solve the major challenges of transforming culture using a s even - phase 
approach (Exhibit  8.4 ).   

  1. Secure Executive Commitment and Alignment 

 Th is initial step is of paramount importance. Executives must understand why 
they are seeking to transform culture, the results and level of success they are aĀ er, 
what it will take to be successful, what it requires of them, and approximately what 
resources and timeframe it will take to sustain it through to success. Th e y should 

Exhibit 8.4. Being First’s Approach to Transforming Culture

 1. Secure executive commitment and alignment

 2. Assess current situation and culture

 3. Determine desired culture

 4. Identify leverage points for culture change

 5. Apply The Change Leader’s Roadmap to build change strategy and process plan

 6. Implement culture change strategy and process

 7. Model, reward, and reinforce desired culture
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understand t hat a successf ul c ulture c hange stra tegy will r equire w ork in ma ny 
quadrants and levels, that they must behaviorally model the change they are asking 
of the organization, and that they are ultimately accountable for the transforma-
tion ’ s success. Th is is not something that can be delegated. Th ey must champion it 
and sustain its energy and direction over time.  

  2. Assess Current Situation and Culture 

 A c ulture ass essment is cr itical s o t he ex ecutives a nd en tire o rganization 
can objectively perceive who they collective are. In essence, a c ulture assessment 
enables the organization (the totality of its members) to self - refl ect and know itself 
as a whole. As in any transformation,  “ self  ”  awareness is the starting point. 

 A cultural assessment is diff erent from an employee satisfaction, morale, or 
engagement sur vey. Th ese all me asure outputs of culture. Th ey are the results of 
culture. A tr ue c ulture ass essment ac tually des cribes t he no rms a nd b ehaviors 
that predominantly exist as pa tterns within the culture. Th e Human Synergistics ’  
Organizational C ulture I nventory is a gr eat exa mple o f a n eff ective culture 
assessment. 

 Th is ass essment p rovides bas eline da ta t hat ena bles y ou t o mo nitor p rog-
ress o ver time . I t als o ena bles mo re tr uthful co nversations a nd e vidence - based 
 decisions about the culture, both at the executive table and throughout the orga-
nization and its change process. We  always  hear executives describe their cultures 
as  diff erent (a nd mo re co nstructive) t han t he indica tors w e obs erve. F ormally 
 assessing the  culture provides a needed dose of reality to build an eff ective culture 
change strategy.  

  3. Determine Desired Culture 

 Th is st ep mak es o vert t he desir ed c ultural no rms a nd b ehaviors t he o rga-
nization will b e de veloping. I n ma ny co mpanies, t he ex ecutives ask t heir HR 
departments to determine these. In others, the executives do that work. In a few, a 
high - engagement process is developed to get input from throughout the organiza-
tion. Our experience makes it very clear that the more people you involve in articu-
lating the desired culture, and the more you tie this outcome to the market ’ s drivers 
and the evidence of high - performing cultures, the more successful you will be. 

 An ideal way to determine your desired cultural norms and behaviors is to use 
the same assessment, or at least its framework, that you used to assess your current 
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culture. Th is provides you with a c lear articulation of what culture you collectively 
seek to co - create, contrasted against what you currently have. You can then re-assess 
your culture to monitor progress as you execute your culture change strategy.  

  4. Identify Leverage Points for Culture Change 

 With a c lear understanding of your current culture and articulation of your 
desired culture, you can step back and identify what quadrants and levels are your 
leverage p oints for change. What sp ecifi cally needs t o shiĀ  t hroughout all t hese 
dimensions that will bring the desired culture to life? 

 Your desired outcomes will provide the context for this determination. Keep in 
mind that culture change is Level Four Success, and it includes Level Th r ee Success 
(business outcomes). Th is means in any culture transformation, you should also be 
seeking specifi c business outcomes as well. Th ese  “ ground ”  the culture change eff ort 
and make it relevant to the business, not just the people. Th ese business  outcomes 
provide motivation and the ability to measure real business impact. 

 Some of your leverage points will be at the organizational systems level. You 
may need to restructure areas of the business and reengineer core processes, includ-
ing HR practices of how you hire, train, promote, and reward people. Other leverage 
points will exist within key operational teams, including how they  collaborate with 
other teams, make decisions, and share information. Other leverage points will be 
within individuals, including how they think and perceive their roles, accountabili-
ties, and desired behaviors. 

 Mapping your leverage points provides your initial  “ best guess ”  at how to exert 
the greatest amount of positive change in y our organization. Th is clarity informs 
your change strategy.  

  5. Apply The Change Leader ’ s Roadmap to Build Your
Change Strategy and Process Plan 

 Now that you know your leverage points, you must take this  “ conceptual map ”  
and make it real. You must build a c hange strategy and change process plan that 
will organize the work required in each of the quadrants and levels to impact these 
critical areas. 

 Here is where Th e Change Leader’s Roadmap (CLR) is a godsend. It provides 
the stra tegic guida nce f or t hinking t hrough a nd decidin g y our o verall c hange 
strategy, including what change initiatives you will need to best organize the work 
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required, how to govern them, integrate them, resource them, sequence them, and 
engage stakeholders in them. With a clear change strategy in place, the CLR then 
provides the change tools your change project teams will need to execute all the key 
tasks in their individual change initiatives in an integrated way that builds momen-
tum, accelerates outcomes, and minimizes costs due to ineffi  ciencies or work redun-
dancies. Our companion volume, Ā e Change Leader’s Roadmap, identifi es where 
in the CLR specifi c guidance for changing culture is embedded. Chapter Fourteen 
of that book off ers a specifi c map of the model calling out the tasks and work that 
you will likely need to address to create your culture change plan.

A key aspect of building your change strategy is taking your map of leverage 
points and perceiving them against the realities of your organization’s actual readi-
ness and capacity for change, and adjusting it accordingly. You will want to base your 
change strategy and process plan on accurate information about your  stakeholders’ 
emotional readiness (internal) and the available workload and resources (external) 
that they can expend without negatively impacting operational performance. Using 
the CLR enables you to create an initial change strategy and plan that is streamlined 
to consume as few resources as needed to succeed in your culture change. Th en you 
can use the CLR to monitor implementation and easily add additional change tasks 
if needed. 

     6. Implement Culture Change Strategy and Process 

 You will need to continually monitor your change process plan’s implementa-
tion and make adjustments as necessary. Culture change is never linear or certain; 
your initial plan will simply be your initial best guess at what is required. New infor-
mation, dynamics within other change eff orts aff ecting culture, and other challenges 
will undoubtedly surface in many quadrants and levels and require you to adjust as 
needed. You will  fi nd that using the guidance system of the CLR will ena ble you 
to spot required adjustments early and help you determine your best responses. If 
resistance or roadblocks occur, the CLR will help you quickly discover why.  

  7. Model, Reward, and Reinforce Desired Culture 

 Th roughout implementation, you will want to overtly look for ways to best 
model, reward, and reinforce the desired culture as it manifests. Th e most critical 
is f or u pper-level le aders t o co nscientiously mo del t he ne w wa ys o f b ehaving, 
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 relating, and thinking. Some of the other ways will be formal, as in ne w reward 
systems, celeb rations, a nd a wards, a nd o vertly a nnouncing ac hievements a nd 
successes due to the new culture. Others will be informal, as in ma nagers mod-
eling or complimenting staff  on their new behaviors. Th e point of this step is to 
make it everyone’s job—at all levels—to overtly look for, point out, celebrate, and 
make conscious the new culture as i t reveals itself in ne w mindsets, behaviors, 
and systems.  

  Pursuing Level Five Success: Change Capability 

 When conscious change leaders pursue Level Five Success, they build into their 
change strategy and process plans specifi c tasks to develop greater awareness, knowl-
edge, a nd skill a bout le ading c hange. One t opic o f great importance t o ac hieving 
breakthrough results is hel ping leaders and the workforce understand the integral 
nature of the organization (all quadrants, all levels). Developing this understanding 
becomes a part of their culture change implementation. Strategies can include train-
ing and development, coaching and consulting support, as w ell as in volvement in  
designing and executing specifi c change activities in an integral way.

Make conscious the focus on all quadrants and all levels. Make overt how your 
change strategy and process plan attends to both internal and external dynamics at 
all levels of the system. Keep this fact conscious and reinforce it throughout your 
change process. Engage people in the deeper conversations about human dynam-
ics, including mindset and culture. Th ose involved will naturally begin to expand 
their awareness and understanding and be able to draw on that in the future as they 
lead other eff orts. Th ey will begin to see internal dynamics more clearly, including 
their own. Th ey will develop a better understanding of stakeholder resistance and 
know how to support its transformation into full-blown commitment.   

 Engage p eople in b roader co nversations a bout ho w d ynamics acr oss le vels 
impact each other. Th is will help them see the interdependencies across quadrants 
and levels and how to positively infl uence each as needed. 

 Making these dynamics conscious will est ablish a diff erent topic and quality 
of conversation in your organization. It will begin to  “ wake up ”  your organization 
and the people in it to a broader and deeper level of awareness and understanding. 
It will generate greater conscious awareness and self-refl ection in your  stakeholders. 
And this, as we know, will establish a foundation for greater change capability and 
breakthrough results going forward.   
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  SUMMARY 

 In this chapter, we defi ned culture, saw its relationship to mindset, and high-
lighted its impact on organizational performance. We described the types of cultures 
that unleash human potential and those that stifl e it, and discovered the similarities 
in attributes between constructive, co-creative cultures and high- performing teams 
and indi viduals. We s aw ho w tra nsforming c ulture r equires us t o a ttend t o “all 
quadrants and all levels.” We outlined six conditions for successful culture change 
and introduced Being First’s Approach to Transforming Culture.

Th is concludes our exploration of people dynamics and sets up the discussion 
in the next section about process dynamics. In the next chapter, we will investigate 
the multi-dimensional nature of process and introduce the skill s et of “conscious 
process thinking.” In Chapter Ten, we will discuss change process models and how 
they guide successful transformation.    

  ENDNOTES  

 1. One de viation t o t hese a nswers is t hat p eople s ometimes s ay t hey have exp erienced t hat hig h 
 command-and-control, a uthoritative c ultures deli ver su perior t eam p erformance. I n t he vast 
majority o f t hese cas es, i t was in t eams t hat had sho rt-term, v ery g oal-oriented lif e c ycles. 
Th e 1980 U.S. Men’s Olympic gold-medal hockey team was a gr eat example of this. Coach Herb 
Brooks was a mast er of motivation, using very str ict discipline. If you listen to interviews of 
his players, however, they agree that his overt purpose was not to command-and-control them 
as much as it was to bring them together quickly and bond against him and his strenuous and 
disciplined workouts. He had their interests in mind, not his need for control or power. And it 
worked. His band of college upstarts “miraculously” upset the Russian team who had p layed 
together for eighteen years, were by far the Olympic favorite, and notably the best hockey team 
in the world at the time.   

 2. Cooke, R. A., and Laff erty, J. C. Copyright  ©  1973 – 2010 by Human Synergistics International. All 
Rights Reserved.   

 3. Balthazard, P. A., Cooke, R. S., and Potter, R. E.  “ Dysfunctional Culture, Dysfunctional Organiza-
tion: Capturing the Behavioral Norms that Form Organizational Culture and Drive Performance. ”   
  Journal of Managerial Psychology , 2006, Vol. 21 No. 8, 709 – 732.   

 4. Jones, Q ., et al .  In G reat Co mpany, U nlocking t he S ecrets o f C ultural Transformation . Human 
Synergistics, 2006.      
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C H A P T E R

9

                                 Conscious Process Thinking           

Indeed, to some extent it has always been necessary and proper for man, in his 
thinking, to divide things up. If we tried to deal with the whole of reality at once, 
we wo uld be swa mped. H owever, when th is mode o f tho ught i s a pplied mo re 
broadly to man’s notion of himself and the whole world in which he l ives (i.e., 
in his world-view), then man ceases to regard the resultant divisions as m erely 
useful o r c onvenient a nd be gins t o se e a nd exper ience h imself a nd t his wo rld 
as a ctually c onstituted o f sepa rately exis ting f ragments. W hat is n eeded is a 
relativistic theory, to give up altogether the notion that the  world i s constituted 
of basic objects or building blocks. Rather, one has to view the world in terms of 
universal Ā ux of events and processes.

—David Bohm

 The term  “ process ”  has many meanings in organizations. We have deliberated 
about usin g t he t erm b ecause i t me ans diĀ erent t hings t o diĀ erent people. 

However, we keep returning to the word because it most precisely describes what 
we mean when we refer to  conscious process thinking , the subject of this chapter. 

 Th e purpose of this chapter is to describe the evolution taking place in our col-
lective understanding of process, how the next breakthrough in our development 
is  “ conscious process thinking, ”  and why it is necessary to lead transformation suc-
cessfully. Th is inquiry will build on everything we have discussed so far. 

 We b egin by diĀ erentiating our us e of t he t erm  “ process ”  f rom other us es. 
Th en, w e in troduce  “ conscious p rocess t hinking ”  a nd co ntrast i t wi th t he mo re 
common  “ project t hinking. ”  We will des cribe i ts simila rities t o a nd diĀ erences 
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from  “ systems thinking, ”  and we will also discuss the tools that each of these think-
ing orientations use as they pertain to change leadership. 

 Th ese dis cussions will s et t he st age f or t he next c hapter, w here w e dis cuss 
change process models in general and introduce the specifi c change process model 
that we have built and refi ned over the past three decades, the nine - phase Change 
Leader ’ s Roadmap.  

  DIFFERENTIATING AMONG USES OF THE WORD  “ PROCESS ”  

 Th e term  “ process ”  has many diĀ erent uses and meanings in the fi elds of lead-
ership, management theory, and organization development. Reengineering,  quality 
improvement, and team development all have diĀ erent uses of the term. We need to 
diĀ erentiate these various meanings to ensure that we convey our specifi c  meaning 
clearly. 

 Following is our view of the  other  uses. Notice that we have organized them 
in tw o ca tegories: b usiness p rocesses a nd h uman p rocesses. Human p rocesses 
pertain to a p erson ’ s mental processing and/or relational interactions. Business 
processes relate to actions taken by people to produce something. We encourage 
you to note your particular meaning(s) and uses of the word  “ process ”  from those 
listed next. 

   Bus iness Pr o cess es 

   Business P rocesses:  Ref ers t o w hat needs t o o ccur t o p roduce a sp ecifi c 
organizational r esult. Th ese inc lude a hierac hy o f levels o f p rocess — core 
processes, their subprocesses, and more detailed procedures. Core processes 
oft en refer to  “ macro ”  processes that are  “ end - to - end ”  or cross functional, 
even r eaching o ut o f t he o rganization t o v endors, b usiness pa rtners, a nd 
customers. Subprocesses address the next le vel of detail and are functional 
elements of core processes. Procedures des cribe in o perational det ail how 
work should get done within a subprocess. Examples of business processes 
include product development, resource supply chain, customer service, and 
resource allocation.  
   Process Improvement:  Th e quality movement ’ s practice of defi ning the action 
steps required to achieve an end a nd then refi ning those steps to achieve the 
outcome more eĀ ectively and effi  ciently. Th is work is applied to business pro-
cesses to improve them.    

◗

◗
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   Human Pr o cess es 

   Group Process:  Th e team - building related description of how groups of people 
operate together, relate to one another, and interact (e.g., the group ’ s  “ way of 
being and operating ” ).  
   Process C onsultation and Obs ervation:  Th e o rganization de velopment 
practice of  “ objectively ”  observing what goes on when groups of people work 
together, then devising positive ways to infl uence their interactions, eĀ ective-
ness, and relationships.  
   Process Facilitation:  Th e OD term for le ading a p redesigned exp erience or 
meeting agenda with the intent of achieving a desired outcome; observing and 
guiding the dynamics that occur during the rollout of the plan, and course cor-
recting to enable the outcome to emerge; leading without controlling.  
   Processing Information:  Th e thinking and discussing a person or group does 
to understand, refl ect on, make meaning of, or learn about something that has 
happened or that is needed from them. Th e information being processed may 
be about internal or external realities. Examples include debriefi ng an event, an 
interaction, or one ’ s emotions.  
   Personal Process:  What an individual goes through as he o r she grows emo-
tionally or spiritually, becomes more aware, and learns from life ’ s experiences; 
self - refl ection; consciously learning from and course correcting one ’ s life expe-
riences, mindset, and behavior; self - mastery.    

 Clearly, the term  “ process ”  takes on many meanings in organizations. Th a t in 
itself is a demonstration of the process nature of organizations. You may currently 
defi ne or use the word  “ process ”  in one or more of the ways just listed. Th at is fi ne; 
all are useful distinctions and have benefi cial applications. 

 We will no w present a mo re g lobal defi nition or treatment of process, and 
then apply it to a way of thinking and perceiving especially relevant to conscious 
change leadership.   

  OUR DEFINITION AND VIEW OF PROCESS 

 Webster oĀ ers tw o r elevant defi nitions o f p rocess: (1)  “ progress, ad vance; 
something going on; proceeding ” ; and (2)  “ a natural phenomenon marked by grad-
ual changes that lead toward a pa rticular result; a s eries of actions or operations 

◗

◗

◗

◗

◗
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conducing to an end. ”  Th e fi rst defi nition is p urely ac tion oriented, while in t he 
second, action leads to a result. 

 Webster ’ s results - oriented defi nition is lik e our defi nition of process, which is:  
Th e natural or intentional unfolding of continuous events toward a desired outcome. 
Th e outcome, hypothetically, can either be one you desire or do not desire. We choose 
to orient our thinking about process as action  toward  a desired  outcome. As Arthur 
Young (1976) w ould say, “process has p urpose.” It has a dir ection. It moves toward 
something. As conscious change leaders, we intend it to move toward what we want. 

 When most o f us t hink of process, we think of a pa rticular type of process, 
as in a business process or a particular work process. For change leaders, the most 
important type of process is the change process. Th at is the change leader ’ s primary 
concern. But als o im portant is t he f undamental p rocess na ture o f o rganizations 
and life. Th e more insight we have about the basics of process dynamics, the more 
eĀ ective we can be in all types of process applications. 

 Our mindset and perspective about process in general will determine what we 
perceive and see in our organization ’ s or project ’ s change process. It will determine 
our orientation to it, the tasks we design into it, and how we course - correct it when 
needed. It will infl uence whether we see key leverage points, and how to intervene 
with minimal disruption to get maximum results. Th e more conscious we are, the 
more we see process f rom a m ulti-dimensional,  “ integrated system ”  p erspective. 
Th is is b oth a b roader and deeper worldview than the common mindset leaders 
bring to managing a discrete business process, and is our next topic to explore.  

We will b egin t his co nversation ra ther es oterically as w e s eek a n es sen-
tial under standing o f p rocess, t hen w e will t urn o ur dis cussion t oward ac tion. 
Remember our orientation: We are aft er breakthrough results in our change eĀ orts, 
and we are willing to go to the cutting edge of understanding to acquire greater 
insight. And t hen, with our feet fi rmly planted on the ground, we apply our new 
ideas in pragmatic ways to deliver greater outcomes.

  THE MULTI-DIMENSIONAL NATURE OF PROCESS 

 Process is t he essence of life because change is t he essence of life. People have 
recognized this for thousands of years, as illustrated by these well - known statements:

    All is Ā ux; nothing stays still.   
— Heraclitus    
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    Th e only constant is change.   
— Isaac Asimov    

    Change is the law of life.   
— John Fitzgerald Kennedy    

    Life is a process. We are a process. Th e universe is a process.   
— Anne Wilson Schaef   

 Life (process) continually unfolds, never stopping, leading from here to there 
and beyond, generating and constantly delivering circumstances, events, and results 
along t he wa y. A s r esults o f p rocess a re ac hieved, p rocess co ntinually mo ves o n 
toward the next result, then the next, and the next. Th is is the ongoing nature of pro-
cess and is the essence of everything in life, including organizational  transformation. 
So even if something looks static, it is not. At some level, it is process in motion. 

 Our twenty - fi rst century science confi rms this fact: All matter is energy, and 
energy is in constant motion. 

 When we discuss process with most people, they think of observable action, 
things they can see in ext ernal reality. But process is co ntinually unfolding in all 
four q uadrants o f t he C onscious Cha nge L eader A ccountability M odel, inc lud-
ing internal reality at all levels. Process is occurring within the  organization  itself, 
within the  teams and work groups  that exist in the organization, within the multi-
tude of  relationships and interactions  that occur between people and within teams, 
within  individuals , as well as within the organization ’ s  environment or marketplace . 
In all o f these levels of the organization ’ s reality, process is o ccurring within the 
internal dimen sions o f minds et a nd c ulture as w ell as t he ext ernal dimen sions 
of behavior and systems. All o f life (including organizational change) is a m ulti-
dimensional process in perpetual motion, an endless weave of processes intermin-
gling with other processes across quadrants and levels,  “ the continuous dance of 
energy ”  (C apra, 1983, p . 91). A s change le aders, we want to know how to most 
eĀ ectively infl uence this dance. 

 Key in this regard is realizing that all external results are temporary and unsta-
ble. All o utcomes, structures, events, and tangible forms are simply snapshots of 
a continually evolving process. Th eir appearance of being fi xed and permanent is 
an illusion, a p erceptual  “ freeze f rame ”  of external e vents in a mo ment in time . 
Take y our o rganization ’ s str ucture, f or exa mple. Today, i t ma y s eem fi xed and 
fi rmly established. Yet last y ear it was lik ely diĀ erent, and next y ear it will lik ely 
change aga in. I f y ou widen y our timef rame, t he underl ying e volving na ture o f 
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your  organization ’ s structure becomes apparent. Over time, it continually changes 
between centralization and decentralization, local and global focus, business lines 
and functional services, standardization and autonomy, all the while evolving (one 
hopes) to a hig her - order ability to serve the needs o f your changing marketplace 
and customers. Even  “ fi xed ”  structures are in dynamic fl ux. 

 Th ere is usuall y a signifi cant time delay between one  “ physical ”  change in 
an o rganization ’ s str ucture a nd t he next. S ometimes y ears ca n pas s. Th is makes 
it a ppear t hat c hanges in a n o rganization ’ s str ucture o ccur in s urges o r j umps, 
rather than as a continual process. It looks this way if we attend only to the physical 
domain of systems at the organizational level. When we look more deeply, we can 
see that the change in an organization ’ s structure is actually continuous and moving 
through other quadrants and levels. 

 For example, the marketplace is continually providing information that causes 
people within the organization to question the effi  cacy of the current structure. Th is 
promotes dialogue among teams of people — sometimes heated and sometimes har-
monious. New ideas are generated by individuals. Studies are done. Conclusions 
are made. Debates continue. Some executives resist; others seek a structural change. 
All along the way, many people are involved personally, through dialogue with oth-
ers (interpersonally) and in teams. Th ey think, feel, debate, and argue, until fi nally, 
a decision is made t o change the organization ’ s structure by the person or people 
in power. At this point, new structural designs are created, debated, and further 
refi ned until fi nally one is c hosen and implemented. Once im plemented, we wit-
ness the new structure in place. 

 When did the process of changing the organization ’ s structure actually begin? 
Was it when the person in power announced that a structure change was going to 
happen, or was the structure change going on long before via the many conversa-
tions and debates that were building momentum toward a f ormal change eĀ ort? 
And once the new structure was implemented, did the restructuring process really 
end? Or is there still conversation among employees in the hallways or among the 
executives at the board table about further refi ning the structure, or planning a pos-
sible future change to it given new directions in the business plan? 

 Th e process of change in the organization ’ s structure is continually unfolding in 
various dimensions of reality, across levels and quadrants. Th is multi- dimensional 
process builds momentum, until fi nally, on the physical level, the change of struc-
ture manifests in a spurt. It looks like it happens isolated in some timeframe, but it 
is really an ongoing  “ process of continuous activity. ”  Remember, all quadrants and 
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all levels are interdependent, and process is continually evolving through them as 
an integrated journey forward to the next result. 

 Given this discussion, we need to further expand our defi nition of process as: 
the natural or intentional unfolding of continuous events,  within all dimensions of 
reality , toward a desired outcome. 

 Taking a  “ process o rientation, ”  as w e defi ne p rocess, me ans t hat co nscious 
change leaders address the process dynamics of each of the quadrants at all l evels 
relevant to their transformation, both the overtly seen external dimensions as well 
as t he mo re sub tle h uman d ynamics. I t als o me ans p erceiving t he unf olding o f 
 process continually  “ across time, ”  not just in a snapshot of time. 

 Why is this orientation so important? Seeing organizations and reality this way 
provides essential insight for change leaders into how and when to intervene in the 
change process to produce optimal results. When change leaders are conscious of 
the multi-dimensional aspects of  process, they are able to  “ see ”  the interdependent 
process dynamics at play — how the occurrences in one dimension impact the other 
dimensions. Th is enables them to intervene where appropriate to infl uence the pro-
cess in the direction of their desired outcomes. Th ey can spot the  leverage points. 

 Leaders operating on autopilot, viewing organizational b ehavior through 
their  “ traditional ”  len s, do no t s ee t he m ulti-dimensional p rocess na ture o f 
transformation t hat w e a re des cribing.   Th ey p erceive reality and organizations 
through their ego, which orients to separating wholes into their component parts. 
To this end, the ego generates boundaries, many of them artifi cially fabricated. Th is 
has autopilot le aders no t s ee t he co ntinuous nature o f p rocess, fl owing through 
all quadrants and levels, across time, as one dynamic stream. Instead, it has them 
fi xated on static events and structures, and with their attention on the gross rather 
than more subtle levels of process, they must exert far more force to disrupt the 
current st ate and cause change. Th is limited p erception of t he reality of process 
(change) is a t t he he art o f all tra nsformational fa ilures. I t g enerates p iecemeal, 
externally oriented approaches that consistently struggle. 

Conscious change leaders can intervene in far more subtle and eĀ ective ways 
because their enhanced level of discernment gives them greater sensitivity for tim-
ing. Using our previous example, they know which conversations to infl uence about 
the organization’s structure to move early dialogues f orward. Th ey can see when 
to infl uence someone’s thinking with pertinent data, knowing that over time, that 
person’s mindset will generate a p ositive conclusion that leads to action and then 
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 CASE - IN - POINT    

 In one manufacturing organization, the CEO was struggling with how to get 
the union to commit to t he organization ’ s transformation and b ecome f ull 
players in i t. Th e union ’ s attitude was,  “ Our p eople will sim ply go get jobs 
in another company. You may go belly up, but our skills are in high demand 
throughout t his ind ustry. ”  To f urther exacerba te t he p roblem, a f ew y ears 
previously, the CEO and the union president had a v ery volatile and openly 
heated confl ict. Th ey had never laid the strike days to rest, and each carried 
personal grudges against the other. 

 But the company needed a partnership with the union to sustain its level 
of success. And the union, despite the union president ’ s attitude, needed the 
company as w ell. Most of its members were long - term company employees 
and had little other work experience. 

 We suggested to the CEO that the company take a multi-dimensional pro-
cess approach to the situation, and that rather than simply tr y to  “  contain ”  
the p roblem, t hey us e i t as a n o pportunity t o cr eate a tr ue b reakthrough 
in unio n r elations a nd co llective o utcomes. We had co nducted a Leading 
Breakthrough Results: Walking the Talk of Change executive program with the 
leadership team, so they were beginning to see their transformation as multi-
 dimensional. Th is ena bled us t o hel p t hem s ee w hat was r equired f or t his 
breakthrough with the union. As you read the  following list of the  strategies 
they employed, no tice how p rocesses a t  various le vels o f o rganization a nd 
within diĀ erent quadrants were employed: 

  Breakthrough  mindset and behavior  training was provided for the execu-
tive team and for the union leaders, introducing both sides to how their 
assumptions about each other infl uenced what they saw about the other 
and cleared up signifi cant emotional baggage.  
  Th e executive team and union leaders were taught dialogue and interper-
sonal communication skills, using their live issues as the topics of conver-
sational practice ( relational: behavioral ).  

◗

◗

(continued )
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 CASE - IN - POINT    (continued)

  Th e unio n le aders w ere invited t o t he co mpany ’ s visio ning co nference 
and had an equal opportunity to infl uence the content and the emotional 
wording o f t he co mpany ’ s p urpose, visio n, g oals, a nd syst em c hanges 
( organizational; culture; systems ).  
  A mid - manager who had a lo ngstanding positive relationship with the 
union president became chair of a union - management partnership team, 
chartered to make changes in how the two entities worked together from 
both a cultural and operational perspective ( individual; relational; orga-
nizational; cultural; systems ).  
  Coaching s upport was o Ā ered t o t he union le aders and t he executives 
about t heir minds ets, emo tions, a nd b ehavior t o hel p t hem under -
stand the impact of their sty les on the union - management partnership 
(  individual; mindset; behavior ).  
  Th e union ’ s contract negotiations were begun a year in advance to ensure 
adequate bridge - building and to avoid a last - minute war ( organizational; 
culture; systems ).  
  Union r epresentatives pa rtnered wi th co mpany su pervisors t o  conduct 
benchmark studies of best - in - class companies regarding union -  management 
partnerships, giving both a shared purpose ( individual; relational; organiza-
tional; culture ).  
  Plant ma nagers in vited t heir p lant st ewards t o jo in t he p lant ’ s c hange 
leadership t eam a nd infl uence t he f uture o f t he p lant ( organizational; 
 culture; systems ).    

 Aft er eig hteen mo nths o f b uilding mo mentum in ma ny diĀ erent 
 dimensions, adequate momentum was cr eated, and t he desired changes in 
how the partnership operated were achieved. Th e next unio n contract was 
easily negotiated, employee grievances dramatically dropped to record lows, 
and union stewards and company supervisors de veloped eĀ ective working 
relationships t hroughout t he co mpany. H owever, a t almost a ny time d ur-
ing that year and a half , there  “ seemed ”  to be minimal t angible progress in 
the unio n -  management r elationship, e ven t hough t he in ternal dimen sions 
of  individuals and personal relations were being improved. Th en, as if all a t 

◗

◗

◗

◗
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◗
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once, critical mass was r eached, and the transformation occurred. Both the 
union and management were  “ suddenly ”  operating diĀ erently. 

 Taking a m ulti-dimensional p rocess vie w, t he co nscious c hange le ad-
ers involved were able to turn their small win s and progress in t he various 
dimensions (many of them internal) into a v ery signifi cant and measurable 
outward achievement. Th ey openly acknowledged that had they taken a more 
traditional (autopilot) view, the  “ lack of overt progress ”  would have caused 
them to  “ pull the plug ”  on every one of their individual, discrete attempts to 
infl uence the union - management relationship. Th ey would have simply ter-
minated t he in tervention. B ut s eeing multi-dimensional p rocess in ac tion, 
continuous over time, gave them the wisdom and fortitude to continue until 
their desired result was achieved. Th ey felt confi dent that it would ultimately 
occur because they could  “ see ”  the progress being made within the internal, 
relational dimensions that other autopilot leaders would have missed.     

results. Th ey do not just have to work at the gross levels where disruptions are more 
signifi cant and resource consumption is greater. Th ey see the possibilities of change 
earlier and are able to pull levers that autopilot leaders simply miss. Th e y operate 
with greater fi nesse and produce far more signifi cant results with less eĀ ort—all 
because they can see process at its most fundamental levels.

With t his awareness, co nscious c hange le aders dis cern how b est t o design, 
implement, a nd co urse-correct tra nsformational c hange p rocesses. Even t hough 
there are many diĀ erent subprocesses to attend to, they know that all dimensions 
of o rganizational r eality co llectively co mprise o ne o verarching tra nsformational 
process they must perceive and lead.   

  AN EVOLVING ORIENTATION TO PROCESS 

 Perceiving t his multi-dimensional nature o f t he c hange process denotes a n 
evolution in c hange leaders ’  perspectives. Th is evolution, again and as al ways, is 
toward greater span and depth, seeing across both space a nd time mo re conclu-
sively, and seeing internal human dynamics at more fundamental levels. 

 Th is evolution is from linear thinking, to seeing interdependencies, to under-
standing process dynamics over time, to perceiving the role and impact of human 
consciousness; a nd i t is w ell under way in b usiness a nd ind ustry a nd b uilding 
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steam. Cr itical mass has no t y et happened, b ut i t will . Th e c urrent e volution o f 
change leadership skill is a bout seeing the multi-dimensional aspects of process, 
broadening orientation to time, and consciously attending to mindset and culture 
as causative factors in behavior and results. We are, through this book, attempting 
to nudge this evolution along. 

 Let ’ s look at this growth in perspective by addressing three thinking orienta-
tions that have evolved along this path: (1) project thinking; (2) systems thinking; 
and (3) co nscious process thinking. All ha ve their proper place and application, 
and all deliver value when their application fi ts what is needed. 

  Project Thinking 

 Project t hinking is t he mo de o f le adership t hinking a bout ho w t o ex ecute 
projects t hat has do minated o rganizations o ver t he pas t h undred y ears. P roject 
thinking refers to the traditional linear, step - by - step, event - by - event thinking that 
leaders use to eĀ ectively design and manage developmental or transitional change 
projects. However, when used in transformational changes, it is oft en an autopilot 
reaction and inadequate to the requirements of the process. 

 Project t hinking mak es i ts gr eatest co ntribution t o enha ncing o perational 
excellence. Project thinking has str uctured and organized the activities that have 
led to many of the signifi cant increases in the production and productivity of the 
past century. As we describe project thinking as it pertains to leading change, you 
will notice the familiar attributes of how operational projects typically get imple-
mented in organizations. 

 Project thinking is line ar and sequential. One s tep follows another. Time is 
bounded, marked by separate and discrete steps or change events that are not nec-
essarily designed wi th f ull cognizance of w hat went b efore t hem or of f ull con-
sequence t o w hat will f ollow. D etailed c hange p lans a re cr eated, co mplete wi th 
roles, tasks, and mandated timelines. Change eĀ orts are managed and controlled to 
adhere to these plans. Preconceived, predictable outcomes are expected. Variation 
is not tolerated, nor is deviation from the change plan. External force and control 
are used to prevent potentially chaotic processes from derailing or falling apart. In 
project thinking, people are oft en viewed as cogs in t he machinery, neither asked 
nor encouraged to think outside the boundaries and constraints of their roles in the 
change plan. A project thinker ’ s intent is to make the change eĀ ort  “ behave ”  as the 
leaders require to achieve results  “ on time and on budget. ”  
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 Project thinkers run many, if not most, of today ’ s organizations. In the quest 
to enhance short - term tangible results, competent project thinkers have  historically  
stood out as the superstars. In the more stable environment of the past, they made 
things happen and, therefore, received the most frequent promotions, even though 
their people skills might have been lacking. Historically, an organization ’ s succes-
sion plan has mostly been fi lled with its best project thinkers. 

 As today ’ s leaders have had to expand their job responsibilities from improv-
ing operations (developmental change) to managing transitional change to leading 
transformational change, they have naturally applied their  “ reliable ”  project think-
ing t endencies t o t he job . Unfortunately, p roject t hinking do es no t w ork as t he 
only t hinking sty le f or le ading tra nsformation. As y ou will r ecall f rom o ur e ar-
lier dis cussion of typ es o f c hange, transformation is no t a line ar or controllable 
process, w hich co nfl icts wi th t he v ery nature o f p roject t hinking. I n t he f uture, 
succession p lans will no t b e dominated by t he b est project t hinkers unless t hey 
also possess systems thinking and process thinking skills. P roject managers, who 
have traditionally been project thinkers, can and must expand their repertoire to 
include systems and process thinking orientations. Th e good news is that many of 
our young leaders possess these thinking skills. Growing up in a  “ connected ”  world 
made certain of that.  

  Systems Thinking 

 In t he 1960s, J ay F orrester, a t t he M assachusetts I nstitute o f Technology, 
broke away from this linear, sequential mode of project thinking and developed 
 “ systems dynamics ”  as a way of mapping the interconnected relationships between 
components of any system. Forrester (1961) de veloped t he notion of reinforc-
ing and balancing feedback loops to show the dynamic relationship between the 
parts of a sys tem and how those relationships would impact the overall system 
through time. 

 Forrester ’ s development of systems dynamics is indicative of the general direc-
tion of development toward greater span, especially as i t relates to the principles 
of s eeing t he w hole not just t he pa rt, a nd interdependencies across b oundaries. 
However, even though Forrester spoke oft en to his students about the importance 
of t heir  “ quality o f t hinking ”  as a det erminant in t heir e valuation o f a syst em ’ s 
dynamics, he did not overtly include mindset or internal reality in his diagnosis of 
systems. His was primarily an engineering view; he focused mostly on the surface 
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structures of inanimate systems (external reality). He promoted expanded percep-
tion across space but neglected the depth component. 

 Peter S enge (2006), o nce a st udent o f Forrester ’ s a t M.I.T., p opularized t he 
concepts of Forrester ’ s systems dynamics by introducing systems thinking to orga-
nizational leaders through his book,  Th e Fift h Discipline . A signifi cant contribution 
of Senge ’ s is his inclusion of mental models (mindset) as a valid and essential com-
ponent of the diagnostic of any human system. Senge included the internal state of 
people and culture when mapping the forces at play within a system that infl uence 
an organization ’ s current reality and the possible achievement of its vision. Senge 
brought in the depth factor. 

 Senge ’ s approach to systems thinking is perhaps the most complete available 
because it attends to all f our sights: (1) w holeness and interconnectedness across 
space (s eeing syst ems); (2) co ntinuous p rocess t hrough time (s eeing p rocess); 
(3) t he d ynamic r elationship b etween in ternal a nd ext ernal r ealities (s eeing 
 internal/external); and (4) consciously attending to mindset (seeing consciously). 
All four sights are equally essential in his approach; none can be ignored. He and 
his colleagues have made a h uge contribution in t heir work.  1   However, Senge ’ s is 
only one of many approaches available today. Systems thinking is no w taught by 
many diĀ erent people in academic institutions, training companies, and consulting 
fi rms, and not all (few) embrace all four sights in their work. 

 Th e variation in w hat is me ant by systems thinking can be huge, depending 
on whether proponents are focusing on all f our sights or just on one or two. All 
teachers focus on the fi rst, interdependencies of external variables (seeing systems); 
fewer add the eĀ ects of the system ’ s dynamic relationships over time (seeing pro-
cess); and fewer still include internal dynamics, operating consciously, or the full 
multi-dimensional asp ects o f c hange. C onsequently, w hen most le aders r efer t o 
systems thinking, they consider only interdependencies between external variables 
and neglect the notions of continuous process and the validity of internal reality. 
Th ey see the span across the space variable but not the time variable or the depth 
dimension. Th is limits the benefi ts that their systems thinking can deliver. 

 Th e good news is that leadership thinking is defi nitely evolving. In the 1980s, 
quality, TQM, process improvement, Six Sigma, and reengineering all contributed 
to leaders ’  understanding of business and manufacturing processes. Th es e eĀ orts 
applied project t hinking a nd w ere most ly implemented t hrough a line ar, cause -
 and - eĀ ect approach applied to one  isolated  process. While most leaders still adhere 
to a project thinking orientation when operating unconsciously, over the past ten 
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years, we have seen a signifi cant increase in a ttention to cross - boundary interde-
pendencies. Leaders are applying more systems thinking. We attribute this to the 
fact that many very expensive and very visible technology implementations (ERP, 
SAP, Electronic Health Records, CRM, etc.) demand attention to system dynamics, 
and many have failed as a result of this oversight. Failure is oft en the best catalyst. 

 LEAN met hodologies mo del t he direction of t he e volution we are des crib-
ing. Over the past ten years, advanced practitioners have moved from a very tool -
 oriented approach to a mo re systemic view, constantly attempting to expand the 
span of  “ process in s cope. ”  Th ey  oft en orient to the value stream rather than an 
individual process, include macro processes and their subprocesses, and encour-
age managers to think outside their own functional areas for interdependencies. 
Th ey have migrated their orientation over the past decade t o working not just at 
the organizational level but also with the causative force of culture within teams 
and relationships. While still applied predominantly to external reality, insightful 
LEAN practitioners are expanding their reach to attend more to interdependencies 
across processes and levels of the organization, and they are starting the journey 
inward toward mindset and culture. 

 We are moving toward a m ulti-dimensional perspective, but more complete 
attention t o all q uadrants and le vels is r equired t o ac hieve breakthrough results 
from transformation.  

  Conscious Process Thinking 

 In conscious process thinking, the word  “ conscious ”  denotes being  aware  of all 
aspects of the entire Conscious Change Leader Accountability Model. Conscious 
process thinking, then, means  “ seeing reality as a multi-dimensional process, part/
wholes co nnected acr oss space , co ntinuously unf olding t hrough time , a Ā ecting 
both internal and external dimensions at all levels of organizations, from the indi-
vidual t o t he environment. ”  Wow! W hat a mo uthful.  “ Flow o f t he w hole acr oss 
time ”  is a bit more concise. 

 We b elieve t hat t his defi nition o f co nscious p rocess t hinking is w hat is  
intended by the teachers who present the complete view of systems thinking that 
attends to all four sights. However, we use our term,  “ conscious process thinking, ”  
because it reinforces what we see are the next tw o critical steps in t he evolution 
of change leadership skill — attention to consciousness and to multi-dimensional 
process. 
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 APPLICATIONS OF PROJECT THINKING, SYSTEMS 
THINKING, AND CONSCIOUS PROCESS THINKING 

  PROJECT THINKING   

  Creating project plans  

  Project managing developmental or transitional change according to a 
timeline and budget, especially when the project can be sequestered from 
outside infl uence  

  Assessing resource and time requirements for developmental and 
transitional change efforts  

  Determining quantifi able and observable measurements  

  Mapping sequential and parallel change activities     

  SYSTEMS THINKING   

  Identifying the underlying structure that  “ causes ”  an organization ’ s 
behavior  

  Assessing the interconnected and interdependent relationships within a 
system and its environment when planning for change or assessing change 
impacts  

  Assessing leverage points and blockages for change within a system and its 
environment  

  Identifying key relationships within a system where energy and information 
currently fl ow, or must fl ow in the future, and in what critical directions  

  Identifying possible breakdowns and breakthroughs within a system 
undergoing change  

  Identifying cyclical patterns that may help or hinder the performance of a 
system as it changes     

  CONSCIOUS PROCESS THINKING   

  Seeing the fl ow of actions within all quadrants and levels that will build 
momentum toward a result over time  

  Designing conscious transformational change strategy and a change process 
that integrates content, people, and process  

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗
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  Incorporating the mindset and cultural dimensions of transformation into 
change strategy  

  Using historical and current reality or momentum to build the desired future  

  Assessing and implementing course corrections to the transformation 
process as it unfolds  

  Designing strategy for building an organization ’ s capacity for change 
while it undergoes its current change, especially raising the level of 
conscious awareness about the breadth and depth of what is required to 
succeed  

  Engaging in conscious process design and conscious process facilitation     

◗

◗

◗

◗

◗

 To summarize, successful change leaders need to view organizations, people, 
and transformation f rom this process perspective. Th ey must see their organiza-
tions as multi-dimensional, interconnected, conscious  “ living systems ”  in constant 
and p erpetual motion. Al though t hey may p erceive t hat external change o ccurs 
in surges, they must attend to the oft en subtle, always continuous processes that 
drive those surges. Th is will enable change leaders to build momentum by creating 
appropriate plans for transformation that guide t he  “ fl ow ”  of the change process, 
internally and externally, at all levels, to their desired outcomes. 

 Project t hinking, syst ems t hinking, a nd co nscious p rocess t hinking all ha ve 
their uses. Th e sidebar above lists valuable change leadership applications of each.     

  TOOLS OF THE THINKING ORIENTATIONS 

 Leaders who expand and deepen their awareness to embrace systems think-
ing and then conscious process thinking do not forgo their previous project think-
ing  orientation. Th ey c arry it  for ward. Th eir e volved t hinking do es not replace 
the p revious, b ut ra ther, t hey us e all t hree ca pabilities a nd ca n a pply t hem as  
appropriate. 

 Each thinking orientation has i ts own set of tools, all o f which can be valu-
able in transformation when used in the correct applications. Th e more consciously 
aware you are, the more you can discern which tools to use when. 
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  Project Management Methodologies 

 Th e basic tool of project thinking is a  project management methodology . Th is 
is very common in organizations and is extremely eĀ ective at organizing discrete 
actions to achieve a tangible, specifi c goal on a specifi c timeline. Project manage-
ment methodologies provide structured checklists and linear action plans outlining 
the sequence of what needs to be done.  “ On time, on budget ”  is the motto of project 
management. Traditionally, project management methodologies have required sta-
ble,  “ closed system ”  settings in which the project can be protected from the impact 
of change in i ts environment. Although dynamic transformational change eĀ orts 
can us e p roject ma nagement t ools t o ma nage r elatively sho rt, time - bound, t an-
gible aspects of change, they should  not  be used as a guidance system for dynamic 
change processes. Project management met hodologies are simply too line ar and 
infl exible to drive the design o f a tra nsformational process. Th ey do no t provide 
adequate options for what to include in a comprehensive change process. However, 
aft er the change process is designed using a broader guidance system, project man-
agement t ools ca n b e v ery us eful, if no t ess ential, f or ma pping w ho do es w hat, 
when, and the resources needed to implement. 

 Project management has also evolved over the past ten years to include far 
more focus on people, embracing and incorporating some of the tools and meth-
ods of change management in a n attempt to better manage people ’ s resistance. 
Project managers oft en include attention to communication, training, and stake-
holder input in their change plans, which was neglected ten to fi ft een years ago. 
Th e most progressive of today ’ s project managers attend more to  “ value genera-
tion ”  (outcomes and ROI) than previously and are no lo nger solely focused on 
deliverables, time s chedules, a nd p roject costs. Th e tradi tional, line ar  “ water-
fall ”  model is no longer recommended across the board for all types of projects. 
Project ma nagers no w w ork wi th  “ time - boxing, ”  i terations, a nd  “ agile p roject 
management, ”  meaning that they can run more phases of a p roject in pa rallel, 
which was un thinkable in t he past. Th ey direct resources to the activities with 
the b est val ue - to - cost ra tios, w hich me ans t hat timelines a re mo re fl exible as 
relates t o b oth ac tivities a nd de adlines, a nd t hey a re no lo nger fi xed in st one 
as they once were. 

 Keep in min d that this describes cutting - edge project managers. Most s till, 
when the going gets tough, revert to the default mindset, and traditional, linear, 
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control - oriented processes. But still, you can see the evolution. Project managers 
are beginning to perceive more broadly across space and time and attend more to 
human dynamics, albeit still shallowly. 

 Other tools and methods were originally developed on the foundation of proj-
ect thinking, such as TQM, process improvement, Six Sigma, LEAN, and others. As 
we have mentioned, most, including change management, are evolving to incorpo-
rate aspects of systems thinking and conscious process thinking.  

  Systems Diagrams 

 Th e primary tool of systems thinking is a  systems diagram . Th es e identify the 
interrelationships t hat exist b etween p henomena in a sys tem. S ystems diagra ms 
are comprised of reinforcing and balancing feedback loops that portray the causal 
eĀ ects that variables within a system have on each other and on the overall system. 
Feedback loops portray these eĀ ects across both space and time and can attend to 
internal dynamics as well, depending on the orientation of the person creating the 
diagram. For a superb introduction to systems thinking and systems diagrams, we 
refer you to Peter Senge ’ s (2006) book,  Th e Fift h Discipline . More detailed application 
can be found in  Th e Fift h Discipline Fieldbook , written by Senge and others (1994). 

 In syst ems t hinking la nguage, t he uniq ue r elationships a mong va riables in 
a system create an underlying dynamic  “ structure. ”  All syst ems have underlying 
dynamic structures that  “ cause ”  the behavior of the system. Systems thinking sug-
gests t hat if le aders wa nt t o c hange t he o rganization ’ s b ehavior, t hen t hey m ust 
identify a nd al ter t hese underl ying str uctures. F urthermore, syst ems t hinking 
suggests t hat wi thin a ny syst em t here a re  “ leverage p oints, ”  p laces w here small , 
 well - focused actions will p roduce larger desired results. Applying leverage is t he 
 concept of  “ maximum gain for minimum eĀ ort. ”  Systems diagrams, which outline 
the organization ’ s underlying dynamic structure, assist systems thinkers to identify 
the leverage points for change. 

 For c hange le aders a ttending t o all q uadrants a nd le vels, iden tifying t he 
leverage points for change is p erhaps the greatest value of systems thinking and 
 systems mapping. Th ese leverage points will identify the critical content and people 
changes, revealing the most b enefi cial changes to the strategy, structure, systems, 
technology, or processes, as w ell as t he required changes to mindset and culture. 
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Recall from the previous chapter that in our own approach to culture change, the 
fourth activity is to identify leverage points. Th e systems diagram is an extremely 
useful tool for this. 

 Become familiar with systems diagrams because they can be invaluable aids in 
identifying  what  must change. Th eir limitation is that they do not provide insight 
about  how  the change might occur. Th at is the job of a change process model.  

  Change Process Models 

  Change process models  are tools of conscious process thinking. Th ey are both 
action oriented and results producing. Th ey organize the activities of the change 
process so the transformation ’ s desired outcomes are achieved over time. Change 
process models possess varying degrees of eĀ ectiveness, based on how accurately 
and co mpletely t hey r efl ect t he ac tual p rocess d ynamics o f tra nsformation (all 
quadrants, all le vels). Figure  10.3  (on page 240) p ortrays the phase level of Being 
First ’ s o wn c hange p rocess mo del f or le ading co nscious tra nsformation — Th e 
Change Leader ’ s Roadmap. 

 A systems diagram can show change leaders what levers to pull to produce 
maximum change, whereas a co mprehensive change process model organizes the 
activities to actually pull those levers. In other words, systems diagrams build  knowl-
edge  about the systems dynamics, whereas a change process model organizes  action  
to alter the systems dynamics. Each tool needs the other to deliver its full benefi t. 

 Th ere are a number of systems analysis tools that have been developed over the 
years to map work fl ow processes. Th ese should not be confused with change process 
models.  “ Process mapping, ”  as used in quality and continuous process improvement, 
is perhaps the most well known of these tools. Others exist in LEAN and Six Sigma. 

 Process maps denote the chronological sequence of steps within discrete pro-
cesses. Th ey can be highly detailed or extremely generic, as in W. Edwards Deming ’ s 
famous process,  “ plan, do, study, act. ”  First, you plan, then you do, then you study 
what occurred, and then you take subsequent action. You don ’ t take the second action 
until you have completed the fi rst (note again the infl uence of project thinking). 

 Process maps can outline steps in a process at any level — core enterprise pro-
cesses that cross boundaries, their functional area subprocesses, or even detailed 
procedures or work steps in a team. 

 While process maps defi ne the  prescribed sequential steps  in an isolated orga-
nizational process that will b e  stable, consistent, and repeated over time , a c hange 
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process model provides a  suggested  plan of action for how to  change  an organiza-
tion over time. Process maps outline what is meant to remain stable and consistent; 
change process models drive change. 

 Th ese distinctions are critical. Transformation is dynamic and unpredictable. 
You ca nnot r eliably ma p i ts p rocess s equentially. I n fac t, y ou ca nnot p redict i ts 
process with any level of certainty. Th erefore, a change process model should not 
prescribe linear actions. Instead, it should oĀ er a general guidance system for orga-
nizing ac tions t hat will ca talyze t he transformation toward desired outcomes. A 
change process model must be fl exible and adaptable in real time to the emerging 
dynamics as they arise. 

 Process maps, sys tems diagrams, and c hange process mo dels all ha ve t heir 
place in transformation. Which of these tools are used, and how, should be a func-
tion of what is required.   

  SUMMARY 

 In this chapter, we defi ned the term process as “ the natural or intentional 
unfolding o f co ntinuous e vents, wi thin all dimen sions o f r eality, t oward a  
desired outcome.” We said that all dimensions of the Conscious Change Leader 
Accountability Model are continually “in process” and that all a re interdepen-
dent. We stressed that any one of them can surface as a signifi cant force within an 
organization’s transformation, making it imperative that change leaders attend 
to the process dynamics of all facets. 

 We diĀ erentiated among three diĀ erent thinking orientations: project think-
ing, syst ems t hinking, and conscious process t hinking — and des cribed t he t ools 
that each orientation relies on to produce change results. In particular, we identi-
fi ed the diĀ erences among project management methodologies, systems diagrams, 
process maps, and change process models. 

 In the next c hapter, we will co ntinue to explore the critical requirements of 
a co mprehensive c hange p rocess mo del a nd in troduce o ur nine - phase Cha nge 
Leader ’ s Roadmap.  

  ENDNOTE  

 1. Society for Organizational Learning,  www.solonline.org .                     
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C H A P T E R

10
       Change Process Models          

I have never been lost, but I will admit to being confused for several weeks.
—Daniel Boone

 Traveling into new territory centuries ago must have been extremely challeng-
ing and scary, to say the least. Ā e fi rst pioneers had no maps, no way to know 

whether food, water, or hostile enemies were around the next bend or over the next 
mountain. Ā ey assumed t hat opportunity lay ahead but had no wa y of knowing 
whether their route was going to get them there, wherever  “ there ”  was. 

 Navigating organizational transformation over the past few decades has been a 
similar experience for adventuresome leaders and consultants alike. Change leader 
pioneers have had few maps and little reconnaissance information to support their 
journey. Most of them traveled alone.   A roadmap is invaluable for traveling in new 
territory. It minimizes confusion and keeps you from getting lost. Transformational 
change le aders esp ecially need a r oadmap t o guide t heir jo urney as t hey mo ve 
beyond the known territory of managing developmental and transitional change 
into the relatively unknown terrain of leading transformational change. 

 In the previous chapter, we began the introduction of change process models, 
which, when designed p roperly, are in fac t roadmaps for transformation. In this 
chapter, we further explore process models, diff erentiate them from change frame-
works, and explain why they must be  “ thinking disciplines, ”  rather than prescrip-
tions for action. We also introduce the notion of  “ fullstream ”  transformation, which 
any comprehensive change process model must embrace. We further develop our 
discussion o f co nscious p rocess t hinking, in troducing co nscious p rocess design 
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and facilitation, and reveal how an eff ective change process model supports both. 
We conclude the chapter with a conceptual overview of our own nine - phase change 
process model — Ā e Change Leaders Roadmap.  

 We have developed our change process model as the result of taking numerous 
transformational journeys with our clients over the past t hirty years. Because we 
have repeatedly scouted the territory as we looked for passable routes, our journeys 
have revealed much a bout t he tra nsformational t errain. Fir st, w e know t hat t he 
trip is full of humility; success is never guaranteed, even if you do have a roadmap. 
Second, we know that a roadmap is highly benefi cial because it can point out both 
obstructed and clear paths; specifi c obstacles always seem to be present around cer-
tain types of bends in the river, and clear paths can be repeatedly found by address-
ing the subtle dynamics present. Having a roadmap does not take the mystery out 
of the journey, but it certainly makes fi nding a workable route more likely.  

  CHANGE FRAMEWORK VERSUS CHANGE PROCESS MODELS 

 A scan of the literature and the practices of change leadership, change manage-
ment, and organization development reveals many models designed to help organiza-
tions improve how they change and grow. Ā ese models seem to fall into two categories: 
 frameworks  and  process models . Ā e majority of models available today are frameworks. 
Some speak to process but at varying levels of specifi city. Both frameworks and process 
models are valuable for leading change, but a process model is absolutely essential for 
leading transformation. Let ’ s explore their diff erences. 

 Change f rameworks p resent t he typ es o r ca tegories o f t opics r equiring 
 leadership a ttention t o eff ect c hange. F or exa mple, M cKinsey’s 7-S F ramework 
(Peters & Waterman, 1982), Weisbord’s Six Box Model (1978), Nadler and Tushman’s 
Congruence Model (1977), Miles’ Framework for Leading Corporate Transformation 
(1997), and our own C onscious Change Leadership Accountability Model, are all  
good examples.

In general, frameworks off er an organizing construct for what to pay attention 
to when undergoing change. Ā ink of them as handy catalog indexes for selecting 
information and topics relevant to change. Ā ey can be useful as p lanning tools 
and checklists. For example, if y ou were lo oking to identify key areas you must 
address in transformation, you might choose to use the Conscious Change Leader 
Accountability Model (Figure 10.1).
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   Ā e model gives an accurate, albeit static representation of the four key areas in 
which you must work and the fi ve levels in which that work must occur, shows that all 
quadrants and levels are interconnected, and highlights that change process occurs 
in all dimensions. As useful as the framework might be for pointing to the critical 
areas of  transformation, it does not tell you what to do to accomplish your desired 
outcomes. It provides no guidance about how to sequence the items you may need 
to attend to nor does it explain what tangible actions to take to accomplish each. By 
itself, the Conscious Change Leader Accountability Model is insuffi  cient for guiding 
the process of transforming your organization because it applies a still camera’s view 
to a co ntinuous process, much like incomplete systems maps do. Frameworks can 
be great educational or diagnostic tools but are less viable as  application tools in the 
fi eld. For that, you need a more dynamic model, a change process model.

 While change frameworks are generally static, change process models demon-
strate action, movement, and fl ow. Ā ey  off er guidance on what to  do  to accomplish 
change and,  generally , in what order. Ā ink of process models as roadmaps for action 
that provide a potential path to follow for designing and implementing your future 
state. Because transformation requires getting from where you are to where you want 
to be, having a roadmap that portrays the  process  of the journey is essential. 

 Figure 10.1. The Conscious Change Leader Accountability Model  1   
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 Examples of process models include Conner ’ s Cycle of Change (1998), Nadler ’ s 
Cycle of Change (1998), and Kotter ’ s Eight Stage Process of Creating Major Change 
(1996). E ach p rovides uniq ue p rocess guida nce, a nd s everal als o f unction lik e 
frameworks by listing many important topics requiring attention. Kotter ’ s model, 
in particular, appears to us t o be a h ybrid. Ā e fi rst four phases denote a p rocess 
fl ow (one stage leads to the next), while the last four specify areas to nurture and 
give attention (as in a framework model). 

 From o ur p erspective, t he ma jority o f c urrent c hange p rocess mo dels a re 
either too general or refl ect only a partial picture of what is required to lead trans-
formational change. Some focus exclusively on human behavior and neglect any 
 attention to business content. Many more do the reverse, attending heavily to busi-
ness and organizational imperatives but p lacing inadequate attention on human 
 dynamics, nei ther b ehavior no r c ulture. F ewer still p ut adeq uate a ttention o n 
mindset. Finding one that takes a complete  “ multi-dimensional process ”  view and 
attends to all quadrants and all levels is next to impossible. 

 Some process models are too conceptual and neglect guidance at the opera-
tional level of getting things done. For example, Ā e Deming Cycle of  “ Plan, Do, 
Study, and Act ”  may represent a p rocess, yet is o f minimal hel p to leaders faced 
with the complex drama of orchestrating transformational change. More pragmatic 
guidance is necessary. 

 Other models we have investigated focus only on implementation and neglect 
the design phase, or the reverse. A comprehensive model will guide change leaders 
from conception to completion, even beyond design t o integrating the new state 
into operations to achieve the complete set of results originally intended. 

 Some mo dels a re sim ply bas ed o n ill - conceived co ncepts o f tra nsforma-
tion; that is, t hey are too prescriptive for the dynamic realities of transformation 
or attend only to external realities and neglect the internal world of culture and 
the human psyche. Ā e highly prescriptive ones act more like project management 
methodologies. Ā ose focused solely on external dynamics are minimally useful, 
especially as the marketplace and change continue to become hyper - dynamic, trig-
gering signifi cant core human needs. 

 Leaders and consultants need an eff ective and comprehensive change process 
model that is fi t for transformation. Such a model must attend to and integrate peo-
ple and content needs. It must provide strategic guidance (30,000 - foot view) to help 
change leaders fi nd their path to success through the troubled and challenging ter-
rain, and be pragmatic, off ering on the ground tools to support  accomplishing the 
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work required. It must provide clear guidance to navigate and oversee the action 
required to create desired transformational outcomes. 

 Ā is c hange p rocess mo del sho uld acc urately p ortray ho w c hange ac tually 
takes p lace, gi ving le aders a ma p o f t he t erritory f or t ailoring, su pporting, a nd 
accelerating their actual change eff orts. Leaders need a change process model that 
expands their thinking and their conversations about both the internal and exter-
nal dynamics of transformation, one that helps them observe what is really occur-
ring in their live transformation and create discussion around it. Mostly, this model 
must provide  “ informed guesses ”  for designing in ad vance what has t o occur for 
the transformation to succeed, as well as insight about how to course - correct when 
unexpected cir cumstances a rise — as t hey will . Ā e mo del m ust b e fl exible and 
adapt to emergent dynamics. 

 Leaders need a change process model that adequately attends to all quadrants and 
levels. It must help leaders view transformation consciously to perceive accurately the 
full range of multi-dimensional dynamics present in tra nsformation. It must support 
them to think and respond to these dynamics with methods that actually infl uence 
them and guide t hem forward toward desired results. And, of great importance, this 
change process model must be a  thinking discipline  rather than a prescription for action. 
It also must be  fullstream , guiding the entire journey of transformation, not just a piece 
of it. Let ’ s address these two key points in greater detail.  

  THE CHANGE PROCESS MODEL AS A  CONSCIOUS  
THINKING DISCIPLINE 

 Ā is is perhaps the most signifi cant message we can convey about ours, or any-
one ’ s, process model for transformation: Your roadmap should be a process model 
fi t for the dynamic nature of transformation, attending to all its  multi-dimensional 
aspects. I t sho uld b e fl exible, c ustomizable, a nd a ble t o r espond in r eal time t o 
emerging dynamics. Your roadmap can and should guide action but not mandate 
it. It can and should inform process design decisio ns but not prescribe t hem. It 
can and should organize your plan but not rigidify it. In other words, your change 
process model can be structured as long as it does not promote you to operate on 
autopilot and unconsciously follow its structure. Instead, it should trigger you to 
 think and talk  consciously about all quadrants and all levels and  choose  the change 
tasks from it that will deliver your desired level of success. It should be a  “ conscious 
thinking discipline, ”  not a prescription for action. 
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 On t he o ther ha nd, j ust b ecause y our c hange is tra nsformational do es no t 
mean that you cannot use a structured guidance system. You can and should. Ā e 
key is that the guidance system must help to discipline your thinking, to trigger you 
into consciously addressing the full scope of content, people, and process dynamics 
you face. It must call you to attend to dynamics that you would otherwise neglect 
and, in doing so, make you more conscious of them and successful! 

 Prescriptive change process models expect you to operate on autopilot, but do 
not allow your guidance system to take over your planning process and make your 
decisions for you regarding what should be — and not be — in your change process. 
No t wo t ransformational c hange e ff orts a re e ver t he s ame. Your c hange process 
model must honor that fac t and help you choose your unique path through the 
territory ahead. It should promote you to consciously think through and uncover 
what is required given the complex dynamics before you. It should call your con-
scious awareness into the game and require you to choose from the model what is 
needed. Remember that the primary purpose of any change process model must be 
to  increase your conscious awareness  of key change tasks so you design and facilitate 
the best change process possible. 

 Transformation demands that you participate and co - create with your emerg-
ing dynamics, but it does not demand that you forego any structured support for 
how to expand your conscious awareness of the process dynamics at play and how 
to attend to them. A good change process model should assist you in this regard.  

  TRANSFORMATION AS A FULLSTREAM PROCESS 

 When le aders fi rst he ar t he wak e - up call t hat a tra nsformational c hange is 
required, t he t hinking, p lanning, a nd co mmunicating t hat t akes p lace all ha ve 
implications f or ho w t he c hange will o ccur a nd ho w em ployees will r eceive i t. 
A comprehensive change process model must attend to designing the transforma-
tion from the initial wake - up call through achievement of the desired state and the 
Level Ā ree results it is intended to produce. If you seek Level Four or Five Success, 
then your change process model should guide you all the way to their achievement. 
We call this entire process  fullstream transformation  (see Figure  10.2 ).   

 Transformation, as a continuous process, has an upstream component, a mid-
stream component, and a downstream component, all of which need to be designed 
and led co nsciously for the transformation to succeed. Ā e  upstream  stage is o ri-
ented to planning and setting the foundations for success. Ā e  midstream  stage is 
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 Figure 10.2. Fullstream Transformation Model 
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focused on designing the desired state, while the  downstream  stage is about imple-
mentation. Implementation, for us, does  not  mean simply installing a new system. 
Rather, it means completing all the work required to achieve the Level of Success 
(Ā ree, Four, or Five) you intended from the beginning. 

 All change process models that are not fullstream neglect at least one of these 
critical stages, causing the transformation to fall sho rt of expectations. If you do 
the research, you will fi nd that few change process models are fullstream, which 
is another reason why 60 – 70 percent of change eff orts fail to deliver their desired 
results. We will highlight what is in e ach stage, as perceived through the eyes of a 
conscious change leader, and point out some of the common challenges that occur 
within them. Keep in mind t hat our discussion is f rom the perspective of a co n-
scious change leader; an autopilot leader would approach these stages very diff er-
ently, with a narrower and shallower perspective. 

  Upstream 

 Ā e u pstream s tage o f tra nsformation, s etting t he f oundations f or success,  
begins with hearing the wake - up call. In this stage, change leaders assess their drivers 
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of change, determine the type of change occurring, and declare the Level of Success 
they are pursuing. Ā ey become clear about the case for change, assess their culture, 
and begin to clarify the desired culture they want to co - create along with their speci-
fi ed business outcomes. Ā ey develop shared vision across the organization regarding 
these outcomes and assess the organization ’ s capacity to achieve this vision and suc-
ceed in the change. Ā ey decide who is leading the eff ort, develop their change strat-
egy, and establish a governance system to minimize impact on operations and guide 
decision making. Ā ey identify conditions and infrastructures needed to support the 
change and the individual initiatives required to organize the work. Ā e y develop 
their communication and engagement plans, as well as other key support functions. 

 Leaders b egin mo deling t he desir ed c ulture in t his st age, a nd t hey la y t he 
foundation for ensuring that the way the change is run (decisions, actions, levels of 
communication, and engagement) also models the desired culture. Ā e upstream 
stage is the leaders ’  opportunity to get their heads, hearts, and hands aligned before 
engaging the rest of the organization in the change. Without such unity and commit-
ment, the change and its leadership are usually seen by employees as disorganized 
and incompetent, which creates a signifi cant hurdle to overcome. Building leader-
ship alignment upfront sets the ideal conditions for positive employee involvement 
throughout the change. Ā is is a fundamental requirement of success, and all eff ec-
tive change process models should provide the guidance to ensure this occurs. 

 Also during the upstream stage, the workforce is initially engaged in the trans-
formation. Employees are informed about the rationale for the transformation and, 
in many cases, actually help build the case for change. Ā ey are fully supported to 
participate in t he planning eff orts early in t he change process. Ā is builds buy - in 
and commitment and sets the stage for minimal downstream resistance. Initiating 
the tra nsformation in wa ys t hat a re me aningful, p ositive, a nd w ell - received is a 
critical a spect of  t he up stream s tage. A ll of  t his wor k  precedes  t he ac tual design 
of t he desir ed f uture st ate o r t he  “ solution. ”  I n o ther w ords, em ployees b ecome 
involved long before design and implementation. 

 Ā e upstream stage is critical because it establishes the possibility (or not) for 
breakthrough results. It sets up the rest of the change eff ort to run smoothly (or 
not), and creates a foundation for either commitment or resistance in stakeholders. 
It is where the climate, commitment, and runway for unleashing human potential 
throughout t he en tire tra nsformation a re est ablished. I t inc ludes cr itical le ader-
ship decisio ns t hat a re t he p rimary accelera tion r ockets f or t he eff ort. Ā e time 
and attention this stage takes pays off  exp onentially throughout the remainder of 
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the change process. We cannot over - emphasize this point, especially if y ou want 
breakthrough. But to be honest, most o f our clients want to skip critical tasks in 
this stage. When they do, it almost always comes back to haunt them downstream. 

 Attention to this stage models the operating principle,  “ Go slow to go fast. ”  
When leaders want to skip tasks in this stage, it is usually because they are trying to 
accelerate their eff orts and want to quickly get to designing their content solution, 
which occurs in the midstream stage. What they neglect in this stage undermines 
the foundation for stakeholder commitment. Ultimately, negative human dynam-
ics get triggered because of what they did no t put in p lace (e.g., clear roles, deci-
sion making, support infrastructures, communication and engagement plans, etc.), 
which ultimately causes their eff orts to stall at some point downstream. Ā is occurs 
oft en when leaders operate predominantly on autopilot because they unconsciously 
think that sp eed is me asured by how quickly they can get their change solution 
implemented (Level Two) and do not realize that it takes committed people to actu-
ally get the solution to generate real results (Level Ā r ee). 

 Attending to this stage well gives leaders the opportunity to walk t heir talk 
of the change right from the start, modeling their desired culture  “ as if i t already 
existed. ”  Ā is oft en inspires stakeholders and is a primary enabler of breakthrough 
results, which, along with culture change and change capability,  demand  eff ective 
attention to this stage.  

  Midstream 

 Ā e midstream stage of change is w hen the  actual  design o f the desired state 
occurs. Ā e design is de veloped, clarifi ed, tested, and refi ned. Its impact is st udied, 
and plans are created to pace and coordinate its implementation accurately. All of the 
conditions, structures, systems, and policies decided in the upstream stage are tailored 
and established to help prepare and support the organization for implementation. 
More readiness is b uilt through signifi cant two - way communication and employee 
engagement in the design as appropriate, all of which continues to model the desired 
culture. Ā e organization ’ s capability to succeed in the change is further developed. 
Change - relevant training for any or all key stakeholder groups occurs, such as how to 
lead breakthrough results, transformation, and the human dynamics of change. 

 Many organizations become stuck in midstream change, spending untold dol-
lars, resources, and hours solely on the design of their desired future state. When 
this occurs, it is oft en because they are leaning too far toward a controlling style and 
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place exclusive priority on developing the  “ right ”  answer, the right content of their 
change. Ā ese are usually high - compliance organizations with signifi cant passive/
defensive aspects to their culture, where little signifi cant action occurs unless there 
is a v ery high certainty or predictability of success. A ggressive/defensive cultures 
can also get bogged down as their perfectionistic and oppositional nature keeps a 
highly charged debate raging about what is the best design solution. Whether the 
organization develops the design using internal expertise or an external consulting 
fi rm does not seem to matter. Either way, the limitations of the culture negatively 
infl uence decision making regarding the design. 

 Ā e over - focus on design ca n create an under - focus on implementation. By 
the time t he design is fi nalized, the leaders may be in suc h a r ush to get the new 
state in p lace that they save little time t o plan adequately for its implementation. 
Sometimes, the organization has run out of budget for downstream change activi-
ties as well. It is as if writing the perfect script for the change solution gets all of the 
leaders ’  attention, and no energy is given to what it takes to actually perform the 
play! In this all too common scenario, the leaders have focused on design or mid-
stream change at the expense of implementation or downstream change. And t o 
further complicate matters in this scenario, we usually fi nd that such leaders have 
also neglected the upstream stage as well, as discussed. 

 When do ne w ell, t his st age inc ludes a f ormal im pact a nalysis o f t he ne w 
state on the current organization. Ā is surfaces the issues that need to be resolved 
to implement smoothly in the downstream stage. Ā ese issues are identifi ed, cate-
gorized, and given to workstream to resolve. Ā e resolution plans become the basis 
for t he im plementation mast er p lan a nd en sure t hat im plementation ca n o ccur 
without any major sur prises. Ā is als o provides guidance regarding how b est to 
engage st akeholders t hroughout im plementation. Ā is en gagement co ntinues t o 
model the desired culture.  

  Downstream 

 Ā e do wnstream st age inc ludes im plementation, in tegrating t he ne w st ate 
fully in to o perational p erformance, a nd le arning a bout a nd co urse co rrecting 
the ne w state. Stakeholders are highly engaged, and communication is f requent, 
with much listening. Implementation mo dels the desired culture, which by now 
is beginning to formulate in certain areas of the organization. Skill training about 
how to  operate in the new state occurs, as does building best change practices and 
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dismantling the change infrastructure when it is no longer needed. Ā is is also the 
time of celebration during which support for making the transformation a success 
is offi  cially acknowledged. 

 A common mistake frequently occurs in this stage, especially when the pace of 
change has been mandated by leaders operating on autopilot and is unrealistic. In 
this scenario, leaders rush into implementation before they have adequately identi-
fi ed and created the upstream conditions for success or before they have adequately 
completed their desired state designs and tested them for feasibility. Ā is makes 
implementation extr emely diffi  cult. As implementation b egins, t he need f or t he 
neglected yet necessary upstream and midstream work becomes apparent. Leaders 
are forced to stop implementation in order to clarify what is required for success, 
further fl esh out the details of the desired state, or study its impacts. Employees 
become resistant because they feel jerked around by leaders ’  poor planning and the 
 “ stop and go ”  dynamic it creates. 

 When change management was fi rst gaining speed as a legitimate practice in 
the early 1990s, we performed an informal research study to identify what  “ change 
management ”  meant to leaders and what they wanted and were ready to hear about 
leading c hange. We f ound t hat most le aders b elieved t hat c hange ma nagement 
meant the  implementation  of a desired outcome that had previously been designed 
and t he need t o o vercome em ployee r esistance. Ā ey r ecognized t he need f or 
change management only when they couldn ’ t put their good solutions into action 
successfully, due largely to workforce opposition or emotional upheaval. Twenty 
years later, le aders oft en request change management support at t he st art of t he 
eff ort, which helps tremendously. 

 However, in tra nsformation, t his is no t makin g t he diff erence i t needs t o 
because traditional change management does not adequately establish the upstream 
and midstream foundations for breakthrough a nd successf ul implementation. It 
misses key ingredients for success such as adequate executive and stakeholder align-
ment, clear assessment of the drivers of change and the business case for change, 
shared vision, change strategy, capacity assessment, governance and other change 
infrastructures, initiative integration, adequate testing of design solutions, impact 
analysis and resolution, and so on. 

 Ā e net eff ect is that autopilot leaders still  “ rush to implement ”  before these 
critical f oundations a re es tablished. Ā ey do no t kno w w hat t hey do no t kno w. 
Ā ey rely on c hange management t o handle t he p eople issues b ecause t hey still 
view them as  “ issues. ”  Change management does not help them understand that 
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the upstream stage is not about containing resistance but establishing an environ-
ment where the full human potential of the organization can be released. Change 
management does not help them see the multi-dimensional nature of transforma-
tion and why and how they must attend to all quadrants and all levels right from 
the start. Ā e leaders ’  requests to engage change management earlier are still based 
on their unconscious desires to rush to get the new state in place. Ā eir hope that 
change management will salvage a shaky or resisted implementation is unrealistic 
because t he s eeds of a s uccessful implementation are s own in t he multi-dimen-
sional treatment of the required upstream and midstream stages. 

 Implementation is essential, yet it is only one of the three necessary stages of 
the transformation process. Conscious change leaders, by addressing the fullstream 
nature of change using conscious process thinking to attend to all q uadrants and 
levels from the start, not only ensure a smooth implementation but also maximize 
the possibility of breakthrough Level Ā ree, Four, and Five results. Change process 
models that focus heavily on implementation planning and overcoming employee 
resistance are designed t hat way because they neglect the required upstream and 
midstream c hange ac tivities. M ake sur e y our p rocess mo del is f ullstream a nd 
multi-dimensional. 

 Ā e Fullstream Transformation Model off ers a co nceptual overview of t he 
process of change, but i t has li ttle value in ac tually guiding a li ve change eff ort 
because it is t oo general. Ā e model ’ s value is o nly in in troducing leaders to an 
expanded vie w o f t he p rocess o f c hange — across time — so t hey b egin t o t hink 
fullstream. To actually lead transformation successfully, a more developed change 
process model is required.  

  THE CHANGE LEADER ’ S ROADMAP 

 Ā e nine - phase Cha nge L eader ’ s Roadma p, sho wn in Figur e  10.3 , a ttends 
to w hat w e b elieve is r equired o f a co mprehensive c hange process mo del fi t for 
transformation.   

 Ā e mo del r epresents a f ullstream r oadmap f or g etting y our o rganization 
from w here i t is t o w here i t wants t o b e. Ā e nine p hases represent t he generic 
process of how change takes place in organizations over time. Ā e model integrates 
the change strategy elements of content, people, and process, and it attends to all 
quadrants and all levels. A detailed description of Ā e Change Leader ’ s Roadmap is 
the focus of our companion book. 
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 We have been working with Ā e Change Leader ’ s Roadmap for thirty years. In 
the early 1980s, we used it in a simpler form for guiding transitional change. In the 
early 1990s, we expanded it to specifi cally address the multi-dimensional process 
dynamics of transformation, assisting change leaders to take a conscious approach 
to leading transformation. 

 Although designed for transformational change, Ā e Change Leader ’ s Road-
map can b e tailored for all typ es of change, as w ell as a ny magnitude of change 

 Figure 10.3. The Change Leader ’ s Roadmap 
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eff ort. Smaller, less complex transitional changes require selective tailoring of the 
activities in the model. Even more tailoring is required for developmental change 
 applications, as the model attends to much more than is required in most develop-
mental changes. 

 Ā e model graphically represents the inherent logic and fl ow of the key phases 
of transformation. You may, however, mistakenly interpret the sequential graphic 
to mean that you must complete one phase before you proceed to the next. In actual 
practice, transformation is not linear, and you may be in two, three, or even four 
phases simultaneously. You may do t he work of some phases in pa rallel with the 
work o f o ther p hases as y our si tuation dic tates. Remem ber t hat t his mo del is a 
thinking discipline, a navigation system, not a project thinking oriented methodol-
ogy. You can combine phases however you choose, given your circumstances. 

Ā e gra phic r epresentation ma y als o ca use y ou t o t hink mist akenly t hat 
Ā e Change Leader’s Roadmap portrays cyclical change, where you end a c ycle 
only to start over again from the same place. Ā is graphic rendering is to clearly 
show t he s equence of t he nine p hases. In reality, t he mo del is a sp iral. When 
your c hange eff ort is co mplete, y ou will lik ely co ntinue o n y our jo urney 
with another change eff ort. Aft er each “cycle” of change, you end at a future state 
that is tra nsformed, improved, and b etter t han w here you st arted. Hence, t he 
accurate portrayal of the model is as a spiral going continuously upward.

 In a co mplex transformation, the enterprise is o ft en going through an over -
 arching nine - phase change process while simultaneously, individual change initia-
tives engage in t heir own processes within the overall transformation. Ā er efore, 
diff erent change initiatives, business units, or regions of the enterprise may be in 
diff erent phases. Ā e key, of course, is t o ensure adequate integration so that all 
individual initiatives support the overarching change of the enterprise. When each 
change eff ort is using the same change process model, integration becomes much 
easier. Ā e reality of the complex, nonlinear dynamics of the mo del in ac tion is 
shown in Figure  10.4 .    

  Structure of The Change Leader ’ s Roadmap 

 Ā e r oadmap inco rporates t he F ullstream T ransformation M odel (s ee 
Figure  10.5 ). Phas es I t o III a re t he upstream st age (s etting t he foundations for 
success), Phas es IV t o VI co mprise t he midstr eam st age (design), a nd Phas es 
VII through IX denote the downstream stage (implementation). 
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 Figure 10.4. The Change Leader ’ s Roadmap in Action 
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 Ā ere are several levels of guidance available in the model, from conceptual to 
very detailed. Depending on your need, you can customize the application of the 
model to any level of detail for any stakeholder group, from executives to change 
team members to managers and employees. 

 Ā e most co nceptual le vel is t he g eneral des cription o f t he nine p hases as 
shown e arlier in Figur e  10.3 . E ach phase is f urther organized into major ac tivi-
ties, as o utlined in Figur e  10.6 . E ach ac tivity is ac hieved t hrough focused t asks. 
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Figure 10.5. The Change Leader ’ s Roadmap As a Fullstream Process 
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Ā e tasks for each activity all have deliverables, which, at the most operational level, 
are accomplished through a series of suggested work steps.   

 Ā e Change Leader ’ s Roadmap is a t ask - driven process model, meaning that 
the work of change gets carried out through the tasks, and more procedurally, the 
work steps for each task. Ā e activities are  “ rollups ”  of the tasks, and the phases are 
rollups of the activities. Phases and activities organize the model, making it easy to 
understand, follow, and navigate for practitioners. Ā ey also provide the greatest 

CH010.indd   243CH010.indd   243 8/19/10   1:28:44 PM8/19/10   1:28:44 PM



244 Beyond Change Management

 Figure 10.6. The Change Leader ’ s Roadmap — Activity Level 
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versatility for the various people who use the model, be they executives who need 
only the conceptual phase level or change process leaders and consultants who ben-
efi t from the greater detail. 

 Ā e work steps for each task are provided as guidance and suggestions. Most 
users of Ā e Change Leader ’ s Roadmap customize all asp ects of its application to 
their need, including the work steps. Never is the model meant to be followed as a 
prescription, even at the work step level. 

 We have structured the material in this way — phase, activity, task, work steps —
 for ease of use for line ma nagers who are familiar with similarly structured proj-
ect thinking approaches, such as p roject management, LEAN, o r Six Sigma. Ā is 
structure gives them a familiar language and organizing construct for the material, 
which they then apply using their systems and conscious process thinking skills. 
Ā is leverages the best of all three modes of thinking. 

 A full array of change resources and tools are included in e ach task in Ā e 
Change Leader ’ s Roadmap. Resources include information sheets, tools, checklists, 
assessments, process questions, potential problems, and articles. Ā ese are provided 
as educational and application support to ensure the successful use of the model. 
We have not included the tasks, work steps, or resources in this book, as that is the 
subject of our companion book,  Ā e Change Leader ’ s Roadmap . Refer to it regarding 
how to use the model, or go to  www.changeleadersroadmap.com . We introduce Ā e 
Change Leader ’ s Roadmap here to demonstrate how a co mprehensive model can 
be multi-dimensional (all q uadrants all le vels), fullstream (all p hases of change), 
complete (strategic guidance and pragmatic tools), and adaptable (structured but 
adjustable to emergent dynamics).    

  There Is No Cookbook for Transformation! 

 Ā e Change Leader ’ s Roadmap was designed to benefi t both leaders and con-
sultants by helping them  consciously  design a nd facilitate their change processes. 
Unconsciously applying the model can be hazardous to either. 

 Beware: Ā e str ucture, det ail, a nd logic o f Ā e Change Leader ’ s Roadmap 
might create the impression that it is a co okbook — providing a prescribed course 
of action — for how to succeed at transformation. Ā e structure of the model may 
give y ou t he ill usion t hat tra nsformation ca n b e ca refully ma naged, s equenced, 
and controlled. As we have already said, this is not possible! Ā ere is no cookbook 
for transformational change. Anyone using Ā e Change Leader ’ s Roadmap must 
remember that it is a thinking discipline, not a prescription for action. 
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 We created Ā e Change L eader ’ s Roadmap t o b e as co mplete and compre-
hensive as possible. We included everything that we have discovered over the past 
thirty years that can be essential to the success of your organization ’ s transforma-
tion. Ā at thoroughness is both a strength and a potential weakness of the model. 

 Remember, Ā e Change L eader ’ s Roadmap, in all i ts comprehensiveness, is 
designed to support you to consciously ask yourself which of its many activities are 
critical for  your  transformation ’ s success. While it alerts you to what you  might  need 
in y our transformation, application o f t he mo del must  always be t ailored  to  t he 
outcomes, magnitude, change leadership style, pacing requirements, and resource 
constraints unique to your situation. 

 In any given transformation eff ort, we suggest that you consider all o f what 
is off ered in t he model and then select  only  the work that is appropriate to your 
change eff ort and that will hel p you guide a nd accelerate your change. You want 
to choose as few tasks as possible and just enough to succeed. Ā e fewer tasks you 
choose, the less b urden you will p lace on operations to provide the resources to 
carry out those tasks. You should skip activities that have been completed or are 
of marginal or no value to your situation. However, if y ou skip critical tasks, you 
may either fail or delay success. You should combine tasks or run them in parallel 
whenever possible to accelerate your pace and achieve multiple deliverables simul-
taneously. And of course, you will always need to decide for yourself how you will 
actually design each chosen task in real time. 

 Using a co mplete change process model like Ā e Change Leader ’ s Roadmap 
enables y ou t o mo nitor p rogress v ery c losely. I t no t o nly gi ves y ou a p rocess 
roadmap b ut als o ena bles y ou t o q uickly co urse - correct a nd add o ther t asks as 
necessary if you hit roadblocks. Ā is way, you can initially design a very  streamlined, 
highly effi  cient change process, and expand it as you proceed if necessary. Ā is is a 
key to eff ectively managing capacity during transformation.  

  Conscious Change Process Design and Facilitation 

 Transformation, ultimately, is the journey from where an organization is to where 
it chooses to be, when the change required to get there is so signifi cant that it requires 
the people and culture of the organization to  “ transform, ”  and the journey must begin 
before you can fully identify what your ultimate goal or desired state looks like. 

 Change le adership is t he f unction o f le ading a n o rganization t hrough 
this journey. Change leaders are responsible both for designing the process of this 

CH010.indd   246CH010.indd   246 8/19/10   1:28:48 PM8/19/10   1:28:48 PM



 Change Process Models 247

journey and for overseeing and guiding that process as it unfolds. We refer to these 
change leadership responsibilities as process design and process facilitation. Ā is is 
where conscious change leaders put their conscious process thinking skills to use. 

 Process design g overns t he ad vanced p lanning a nd cr eation o f a ny p rocess, 
whereas process facili tation p ertains t o real - time oversight and ex ecution o f t hat 
preliminary design. Process design is akin to the  “ game plan ”  that coaches of a sports 
team prepare  before  the game; it is how they want the game to go. Process facilitation 
entails the real - time play calling  during  the game; it requires the coaches to respond 
in the moment to what is actually happening on the fi eld. Similarly, an architect uses 
process design to  conceive  a custom home, whereas the builder uses process facilita-
tion to  construct  the house to both the plan ’ s specifi cations and the client ’ s changing 
desires. Some processes, such as house - building, require that you facilitate the pro-
cess exactly as designed. Other processes, such as coaching a football game, demand 
that you continually improvise based on what is occurring in real time. 

 Ā roughout this book, we have referred to the need for change leaders to attend 
to t he  actual  d ynamics a nd r equirements o f tra nsformation. C onscious p rocess 
thinking enables change leaders to discover and see these dynamics and require-
ments.  Conscious change process design  is the preliminary strategy and process plan 
that conscious change leaders develop to attend to these dynamics, whereas  con-
scious change process facilitation  refers to change leaders ’  implementation of their 
process design, w hile r esponding t o t he ac tual d ynamics a nd r equirements t hat 
spontaneously arise. 

 In designing any transformational change process, us e all  “ four sights ”  and 
keep in mind the conscious process design requirements outlined in Exhibit  10.1 . 
Your change processes will always be more successful if you design them with these 
requirements in mind.    

  Change Leadership Styles and Their Infl uence on Change Facilitation 

 Ā er e a re tw o basic typ es o f c hange p rocesses: p lanned a nd emer gent. 
Conscious c hange le aders o rient t o b oth. We p lan, a nd t hen w e pa y co nscious 
attention to emerging dynamics and adjust our plan as necessary. 

 Ā r ee diff erent change leadership styles exist that dictate the way change lead-
ers facili tate t heir change processes: (1) C ontrol (make i t happen); (2) F acilitate 
(help it happen); and (3) C o - create (partner it into existence). It is im portant to 
be c lear a bout y our no rmal c hange le adership sty le b ecause a ny time y ou a re 
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 operating on autopilot, you will mak e decisions about your change process t hat 
match your style. Ā e resulting change process you facilitate will mo del and pro-
mote a certain type of culture. If you are not conscious of your change leadership 
style, you may inadvertently design and facilitate change processes that promote an 
undesired culture. 

 Change le aders wi th co ntrolling sty les design c hange p rocesses t hat mo del 
command - and - control cultures. With this style, change leaders exert their personal 
control on t he change process. Ā ey treat t he change process as s omething  “ out 
there ”  that must proceed in a cer tain way, using power and control mechanisms 
to en sure t hat o ccurs. Ā ese le aders t end t o p lan t heir en tire c hange p rocess a t 
the beginning and then force it into that timeline. As you can imagine, they tend 
to orient primarily to content and external dynamics. Ā eir attention to people is 
minimal, mostly to attempt to minimize or contain resistance. Communication is 
oft en one-way, and if t hey engage the workforce at all, it is usuall y only aft er the 
change solution has been designed. 

 Facilitative styles tend to model cultures that are structured and planned but 
lean toward b eing more fl exible and humanistic. With t his sty le, change le aders 
attempt to work  with  rather than dominate the change process, guiding it as needed 
to assist it to proceed. Ā ese leaders use less force and are less oppositional when 
things don ’ t go as planned, yet still focus on getting the change  “ out there ”  to roll out 
according to plan if possible. However, facilitative leaders are also open to course-
correcting their plans as needed. 

Facilitative change le aders oft en us e two-way communications, and ask f or 
greater workforce input and engagement earlier in t he change process. Ā ey  seek 

 Exhibit 10.1. Conscious Change Process Design Requirements    

 Your change process must do the following: 

  Model your desired culture, values, and mindset.  

  Awaken people to greater conscious awareness and understanding.  

  Unleash human potential and performance by minimizing resistance and maximizing 
commitment.  

  Honor agreed - upon boundary conditions, including desired outcomes, resources and time 
availability, and stakeholders to engage.  

  Integrate attention to content and people where possible.  

  Address all quadrants and all levels as required to succeed.     

 

◗

◗

◗

◗

◗

◗
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more input on key decisions, provide more local control of implementation plans 
to teams and departments that are highly impacted by the change, and consider the 
impacts of human needs and culture on their plans.

 Change leaders with co-creative styles model cultures of empowered partner-
ship, collaboration, learning, and course correcting. With this “partner it into exis-
tence” mindset, these change leaders put less of their own personal stamp on the 
structure of the change process. Ā ey engage the workforce upfront and sincerely 
seek and expect input. Ā ey share decision making and empower key stakehold-
ers to own the overall design of the change. Communications is multi-directional, 
engagement is maximized , a nd t hey co nsciously us e t he tra nsformation as a 
mechanism to call the workforce into greater self-actualization. Ā ey want people 
to pa rticipate in signifi cant wa ys. (S ee p remium co ntent: H ow C ommand a nd 
Control as a Change Leadership Style Causes Transformational Change Eff orts to 
Fail; www.pfeiff er.com/go/anderson.)    

Co-creative change leaders see themselves as coach and “holder of the space” 
for t heir t eams t o design a nd facili tate t he c hange. Ā ey su pport i t wi th ini tial 
direction based on market needs but allow the actual change process to emerge in 
response to the initial direction they off er. Such change processes are a co nstant 
give and take between leaders and their change teams providing guidance and then 
responding to what is o ccurring. Ā ese leaders see their role as a dir ection setter 
and guide, as well as a listener and respondent to what is needed. Because of this, 
their project plans are generally shorter in time frame than facilitative leaders. 

Co-creative change leaders see themselves as part of the change process and 
treat their own modeling of desired mindsets and behaviors as pa ramount. Ā ey  
operate consciously and engage stakeholders in ways that deepen their own insight 
and under standing o f h uman a nd p rocess d ynamics. W hile s eeking L evel Fi ve 
Success, t hey are als o a ttempting t o wake up t heir organization, unle ash i ts f ull 
potential, and build a sustainable co-creative culture. Ā e reason these leaders can 
take such an evolved, forward-thinking sty le is b ecause they have done the per-
sonal development work that enables it. 

Conscious change leaders use Ā e Change Leader’s Roadmap to consciously 
design and facilitate their change process to model their desired culture. Ā e CLR 
can be used with any change leadership style, but it is built for facilitative and co-
creative change leaders who possess the personal awareness and fl exibility to align 
their personal style and the design o f their change process to the desired culture 
they are seeking to create. Breakthrough results become possible when all three are 
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 Exhibit 10.2.  Comparing Other Change Models with The Change 
Leader ’ s Roadmap      

in synch. Ā e beauty of operating consciously and using such a multi-dimensional 
process methodology is that it enables you to get all three in synch, while attending 
to all the dynamics at play (all quadrants, all levels).     

  Comparing Your Experience with Other Change Models 

 When teaching the CLR to seasoned change leaders and consultants, we have 
found it useful to have them compare their experience with change f rameworks 
and other change process models with using the nine - phase CLR. Our in tention 
is to expand their view of how to lead transformation eff ectively and add to their 
existing expertise, not replace it. Exhibit  10.2  off ers a s eries of questions to assist 
you in this comparison. Aft er completing this worksheet, consider what you want 
to add to your current way of guiding your organization’s transformation.     

WORKSHEET

     1.   What change frameworks are you familiar with or have you used?  

     2.   What other change process models are you familiar with or have you used?  

     3.   What aspects of each of these frameworks and/or process models fall under each 
of the three stages of the Fullstream Transformation Model?  

  Upstream stage:  

  Midstream stage:  

  Downstream stage:    

     4.   Do aspects of any of these frameworks/process models address issues not within 
the three stages of change? If so, what are they?  

     5.   For each of the preceding frameworks/process models, which focus your attention 
on building a change strategy for the overall transformation?  

     6.   Which support the design and implementation of the content of the 
transformation?  

     7.   Which address the deeper human dynamics of turning resistance into 
commitment?  

 (continued )

◗

◗

◗
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WORKSHEET (continued)

     8.   Which adequately address cultural transformation as part of the organization ’ s 
transformation?  

     9.   Which adequately address mindset change?  

     10.   Of the change process models you listed, how would you compare their guidance 
against the nine phases and all of the activities of the Change Leader ’ s Roadmap? 
Check the activities within each phase that you feel are adequately covered in the 
models you currently use:    

   PHASE I: PREPARE TO LEAD THE CHANGE     

  Activity I.A Start-Up and Staff Change Effort  

  Activity I.B Create Case for Change and Determine Initial Desired Outcomes  

  Activity I.C Assess and Build Organization ’ s Readiness and Capacity  

  Activity I.D Build Leaders ’  Capacity to Lead the Change  

  Activity I.E Clarify Overall Change Strategy  

  Activity I.F Build Infrastructure and Conditions to Support Change Effort      

   PHASE II: CREATE ORGANIZATIONAL VISION, COMMITMENT, AND CAPACITY     

  Activity II.A Build Organizational Understanding of Case for Change, Vision, 
and Change Strategy  

  Activity II.B Increase Organization ’ s Capability to Change      

   PHASE III: ASSESS THE SITUATION TO DETERMINE DESIGN REQUIREMENTS     

  Activity III.A Assess the Situation to Determine Design Requirements      

   PHASE IV: DESIGN THE DESIRED STATE     

  Activity IV.A Design Desired State      

   PHASE V: ANALYZE THE IMPACT     

  Activity V.A. Analyze Impacts of the Desired State      

   PHASE VI: PLAN AND ORGANIZE FOR IMPLEMENTATION     

  Activity VI.A Develop Implementation Master Plan  

  Activity VI.B Prepare Organization to Support Implementation      

   PHASE VII: IMPLEMENT THE CHANGE     

  Activity VII.A Implement the Change      

(continued )

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗

◗
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  SUMMARY 

 Transformation is a co mplex, multi-dimensional process that can be greatly 
served by a structured change process model to discipline your thinking and help 
you r emain co nscious o f all o f t he d ynamics t o w hich y ou must a ttend. S uch a 
model m ust ho nor t he in tegral, p rocess na ture o f tra nsformation a nd p rovide 
a r oadmap f or na vigating i ts co mplexities. Cha nge f rameworks, w hile val uable 
to identify  critical areas of attention, do no t suffi  ce for designing and leading the 
  process  of transformation. A change process model is required. 

 Ā is co ncludes o ur dis cussion o f p rocess d ynamics. I n S ection F our, w e 
address w hat i t means and w hat i t t akes to answer the call o f conscious change 
leadership.  

  ENDNOTE  

 1. Peters, T., and Waterman, R. H.  In search of Excellence . New York: Harper  &  Row, 1982.                                             

Exhibit 10.2.  Comparing Other Change Models with The Change 
Leader ’ s Roadmap   

WORKSHEET (continued)

   PHASE VIII: CELEBRATE AND INTEGRATE THE NEW STATE     

  Activity VIII.A Celebrate Achievement of Desired State  

  Activity VIII.B Support Integration and Mastery of New State      

   PHASE IX: LEARN AND COURSE - CORRECT     

  Activity IX.A Build a System to Continuously Improve New State  

  Activity IX.B Learn from Your Change Process and Establish Best Practices  

  Activity IX.C Dismantle Temporary Change Infrastructure    

   11. For this question, set aside your attention to any change framework or change 
process model, including the CLR. What does your professional experience say 
about what is needed to lead the process of transformation successfully in real 
time? What guidance is essential?  

   12. What do you need to add, modify, or delete from your current way of guiding 
transformation?      

◗

◗

◗

◗

◗
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C H A P T E R

11

       Answering the Call            

  Ā e price of greatness is responsibility. 
—Winston Churchill

This book is a call t o conscious change leadership, an invitation into a way of 
leading change that unleashes the greatest possibility we know for you, your 

people, y our o rganization, a nd t he w orld. I n t he I ntroduction, w e s aid t hat w e 
would keep our feet Ā rmly on the ground as we stretched our heads into the stars, 
that we would chart new territory and deliver insights and methods for achieving 
breakthrough results from change. We hope we have done that.

But this is just the beginning, not the end. Now we must get to work.
In this chapter, we will explore what it means to answer the call to conscious 

change leadership. We will iden tify the commitment change leaders make when 
they choose to operate consciously and the natural direction this choice oft en takes 
them. We hope this chapter stirs you to inquire deeply of yourself—who you are 
and what you stand for in your life and leadership. We will begin this inquiry with 
a review of the journey we have taken throughout the book, highlighting the key 
insights, conclusions, and actions we have identiĀ ed along the way. We will co n-
clude by contemplating the profound possibilities our future holds when we have 
hundreds of thousands of conscious change leaders co-creating positive change in 
our organizations and the world. 
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A REVIEW OF OUR JOURNEY

In the book, we made the following key points. Our discussion began talking 
about results, in particular, breakthrough results. Th er e are Ā ve diff erent Levels of 
Success c hange le aders ca n p ursue wi th t heir c hange eff orts. Most le aders wa nt 
Level Five Success, but they do not lead their change eff orts in ways that will pro-
duce those results. Our premise is t hat conscious change leadership increases the 
probability of achieving superior business outcomes, cultural transformation, and 
change capability, all a t the same time (L evel Five). Conscious change leaders do 
not simply want t heir change eff orts to r un more smo othly with less r esistance. 
Rather, they want to “break through” and unleash the full human potential of their 
people through their organization’s transformation. On a f oundation of commit-
ment and alignment, they want the workforce and the organization to transform 
to ac hieve signiĀ cant improvements in p erformance. Th ey a re no t a ft er average 
outcomes from change but truly extraordinary ones. 

Th ere are seven drivers of change, and transformation requires change lead-
ers to address all of them. Th e pace and scope of change in t he marketplace have 
increased over the past forty years, calling change leaders to attend to all of these 
drivers, including culture, behavior, and mindset, in many of their change eff orts.

Th r ee diff erent types of change are occurring in organizations—developmen-
tal, transitional, and transformation. Transformation is t he type occurring when 
all seven drivers are called into action. Transformation requires change leaders to 
begin the change process before the ultimate destination is known. Th e future state 
emerges and becomes clear as they proceed and gather information. Th eir change 
process will be nonlinear, taking numerous turns as they learn and Ā gure out how 
best to respond to the market. Th is requires leaders and stakeholders to step into 
the unknown, which triggers signiĀ cantly greater (and deeper) human dynamics in 
transformation, all of which must be “managed.” Instead of attempting to “contain” 
these human dynamics, conscious change leaders provide opportunities to “invite 
them out” so they can be transformed, naturally generating greater commitment, 
support, and collaboration in their organizations. Th is creates in transformation a 
real opportunity for people and the organization to break old comfort zone barriers 
and achieve higher aspirations and outcomes.

Taking a co nscious approach to transformation is k ey to achieving success. 
Th is requires understanding how human beings function, not just behaviorally, but 

CH011.indd   255CH011.indd   255 8/19/10   9:44:14 AM8/19/10   9:44:14 AM



256 Beyond Change Management

mentally and emotionally. “Mindset is causative:” Beliefs, values, and  assumptions 
dictate ho w c hange le aders p erceive si tuations, w hich det ermines t heir  internal 
state, including what they think and feel. Th eir mindset determines whether their 
behaviors are oriented to Ā ghting, fl eeing from, or working eff ectively with the situ-
ation. Th is then generates their actions and quality of performance, which deter-
mine their results. Mindset, then, causes not only the change leader’s interpretation 
of e vents b ut als o ho w m uch o f t heir a bility a nd p otential t hey deli ver in t heir 
response. Th eir level of personal performance and success is a dir ect refl ection of 
their mindset. Taking a conscious approach means change leaders turn inward and 
address their mindset and emotional patterns, and seek to transform the aspects 
of t heir men tal co nditioning t hat limi t t heir o utcomes. B reakthrough st arts o n 
the inside.

Transformation requires change leaders to attend to both internal and external 
dynamics, in individuals as well as the collective. Th is “all quadrant, all level” ori-
entation includes individual mindset and behavior, as well as collective culture and 
systems as they play out in relationships, teams, the organization, and the market-
place. All these dynamics, across quadrants and levels, are interdependent, causing 
a gravitational force for a system to remain stable until a “tipping point” occurs, and 
the whole interdependent system transforms. Conscious change leaders nurture all 
quadrants and all levels to catalyze that transformation.

Building organizational c hange capability is a tw enty-Ā rst century strategic 
advantage. Change is so prevalent and signiĀ cant to an organization’s sustainability 
that c hange le aders need t o ele vate c hange t o a “ strategic dis cipline” wi thin t he 
organization and establish management protocols and best practices to maximize 
the results from change. Th ere are Ā ve strategies for building organizational change 
capability: (1) identifying and managing an enterprise change agenda; (2) having 
one common change process methodology; (3) establishing change infrastructures; 
(4) b uilding a stra tegic c hange cen ter o f excellence f or all c hange p ractitioners; 
and (5) creating a strategic change offi  ce. Th ese strategies enable change leaders to 
streamline, accelerate, and lower the cost of change while supporting both business 
and cultural outcomes.

We distinguished between two core inner human dynamics—ego and being—
and saw that the ability of change leaders to develop conscious awareness of their 
internal world is foundational to transcending the limitations of their ego function-
ing. Th is maximizes the breakthrough possibilities inherent in operating from their 
beings, or higher selves. Conscious change leaders must “put their beings Ā rst.”

CH011.indd   256CH011.indd   256 8/19/10   9:44:14 AM8/19/10   9:44:14 AM



 Answering the Call 257

Everyone has core needs of security, inclusion and connection, power, order 
and control, competence, and justice and fairness. Th ese needs oft en get triggered 
during change, especially transformational change. Th ese core needs co me f rom 
the eg o a nd i ts f ear o f no t g etting t hem met. W hen t he eg o in terprets t hat o ur 
core needs a re handled, we feel okay. When it perceives otherwise, we feel stress 
and fear. Th ese “unmet core needs” are the underlying cause of most b ehavioral 
resistance. O vercoming resistance is a p rocess of assis ting p eople to “transform” 
their ego’s issues, which naturally leads to greater commitment. Commitment gets 
generated not out of containing resistance, but rather by “allowing it into the space,” 
dialoguing about it authentically in ways that nurture and honor people, and sup-
porting people through the natural process of emotional transition.

Culture has a p owerful im pact o n t he success o f c hange eff orts. I n fac t, 
“ culture is t o an organization as minds et is t o an individual.” Just as indi viduals 
have  diff erent minds ets a nd wa ys o f b eing, s o do o rganizations. C onstructive, 
co- creative c ultures deli ver t he hig hest p erformance, a nd t hese c ultures ma tch 
the co- creative wa ys o f b eing o f eff ective indi viduals. L ow-performing c ultures 
play out ego dynamics at the scale of the collective, with people competing across 
boundaries rather than cooperating, being oppositional instead of supportive, wor-
rying about power rather than serving customers, and holding back their contribu-
tion rather than expressing their full potential in the market. Th e ego dynamics that 
limit people personally are the same that limit people collectively, just as the dynam-
ics of being that enable personal excellence also generate organizational excellence.

Change is the essence of life; nothing is static even when it appears that way. 
Life—like organizational change—is a multidimensional process, occurring always 
in all quadrants and levels, forever moving, and evolving forward. Process dynamics 
refers to the nature and laws of our forever-in-motion, multi-dimensional reality. 

Th e physical domain oft en seems at a standstill, even though activity is always 
occurring in o ther q uadrants t hat ul timately will ca use t he p hysical syst ems o r 
behavior to surge forward in a “spurt” of change. Th e fundamental responsibility of 
a change leader is to support this positive direction by intervening in the appropri-
ate, oft en internal, domains as needed. Change leaders can “make change happen,” 
“help it happen,” or “partner it into existence,” and no ma tter what their change 
leadership sty le, using a c hange process model is fa r more eff ective than using a 
static c hange f ramework. An eff ective c hange p rocess mo del f or tra nsformation 
attends to the “fullstream” of change and is a stra tegic thinking discipline rather 
than a set prescription for action.
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Lastly, Th e Change Leader’s Roadmap—our change process model— eff ectively 
organizes and supports the conscious design and facilitation of complex transfor-
mation, keeping users conscious of and attending to all t he quadrants and levels 
they must focus on to succeed.

Change leaders and consultants of all types can take these insights of conscious 
change leadership and apply them to any content or type of change, no matter what 
their industry, organization, or change role. Th e application of this material is only 
limited by what the change leader chooses to change.

COMMITING TO BEING A CONSCIOUS CHANGE LEADER

Recall that leaders choose to become conscious change leaders. Th ey are not 
anointed b y s omeone els e, s uch as a s uperior, p eer, o r sub ordinate. Th eir role, 
responsibilities, and level of authority do not matter in this choice. What matters is 
how they choose to be, work, and relate.

When you choose to be a co nscious change leader, you commit to live and 
lead consciously, by doing the following:

Pursuing greater awareness and your own s elf mast ery; turning inward and 
observing your mindset in action; and continually transforming your ego’s self-
limiting conditioning so you can see the broader and deeper dynamics at play 
in transformation
Putting your “being Ā rst” and operating from your higher self so you can per-
form optimally, express more of your potential, and bring your best to all that 
you do
Serving others better by fulĀ lling and then transcending your ego’s core needs 
and its inherent orientation to self-interests
Helping others wake up and operate consciously themselves by modeling and 
engaging with them in conversation about the inner dynamics of mindset and 
culture and the breakthroughs they enable
Being a voice, champion, and proponent in your change eff orts for change lead-
ers attending to the multi-dimensional process dynamics across all quadrants 
and levels

◗

◗

◗

◗

◗
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If y ou mak e t his co mmitment, y ou ho ld yourself acco untable f or t his wa y 
of being, working, and relating because it is w hat you stand for in y our life and 
 leadership. It is w ho you are, how you enable breakthrough c hange results, and 
ultimately, how you contribute to making the world a better place.

You are either compelled to take this journey and operate consciously or not. You 
can anoint yourself to the position of conscious change leader right now or reconĀ rm 
the choice you have already made. No one can do it for you, nor should anyone try. It 
is a personal decision about who you are, who you choose to be, and how you want 
to live and lead. And only you can ultimately hold yourself accountable for walking 
this path. You are accountable to your boss for performing your responsibilities as a 
change leader, but you are accountable only to yourself for doing so consciously.

As you consider making this commitment, Ā rst consider what commitment 
is. Commitment is not simply a thought, or a good idea that you should follow. It 
doesn’t come from your ego, and it isn’t generated from your conditioning. It is not 
some obligation you must make because of who your ego thinks you are.

Commitment comes from your being, your essential self. It can start in y our 
mind as a good idea, but from there it grows as you weigh its pluses and minuses, its 
relevance and meaning to your life and leadership, and its alignment to your deepest 
values. A commitment is a possibility that profoundly moves and inspires you, and 
calls you to be something more. It is a p romise of a future that is larger than your 
current identity. A commitment registers your aspiration for what you deem is most 
important in your life and work. And when you commit, you move mountains. Th e 
question is: to what do you commit?

CO-CREATING A BETTER WORLD

How wonderful it is that nobody need wait a single moment before starting to 
improve the world. 

—Anne Frank

Committing to operate consciously puts you on a path of intentional personal 
development. Th is de velopment has a dir ection. I t is p urposeful a nd na turally 
unfolds toward greater breadth and depth in your awareness. From a breadth per-
spective, as y ou transform your ego-driven needs, ha bits, and positions, you see 
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more of life’s interdependencies and how you, and they, are profoundly connected. 
From a dep th p erspective, y ou exp erience mo re deep ly y our ess ential s elf a nd 
 witness the human condition in others with more compassion and understanding. 
Th is growth in y our awareness causes a na tural “turning of your attention” from 
your ego’s myopic self-interests to pursuing what is best for others and causes larger 
than yourself. You forgive, cooperate, and serve more, not because they are good 
ideas, but because they are natural expressions of who you have become. You reach 
out and seek support f rom others when in need , just as y ou provide it to others 
across what you previously thought were adversarial boundaries. When you trans-
form your personal identity as an ego, you naturally begin to identify more deeply 
with what is trans-personal, beyond your individual self. 

Th is worldview and its way of being and behaving are called “co- creating.” It 
is a natural outgrowth of the personal development from ego to being. It includes 
a shift  in p erspective and motivation f rom win-los e, or e ven win-win, t o WIN-
win-win. 

In win-lose, the ego sees you and me as s eparate. Th e boundary between us 
is most critical, and we compete to get our maximum personal share. In win-win, 
the ego’s perspective is oft en “If I compete, I may lose. Th erefore, I’ll compromise 
and give you half. Th at way there is no Ā ght, and at least I get some of what I want.” 
While the boundary between us is less rigid, it is still there, and self-interest is still 
at play, even though the ego employs a more collaborative strategy. In win-win, our 
motivation is oft en not as altruistic as it might seem. 

In a WIN-win-win orientation, ego is not dominant, being is. Being sees across 
boundaries and seeks to serve the greater good, the larger wholes that are com-
mon to us—our relationship, team, organization, society, and world. WIN-win-win 
means the larger wholes win—you win, and I win. Th e Ā rst win is capitalized and 
we call it the Big Win, for in co-creating, we must not forget the levels larger than 
ourselves. 

When operating from your being—your essential self—boundaries disappear. 
In this co-creative worldview, with its greater span and depth of awareness, you see 
and care for all of reality: all quadrants including people’s feelings, motivations and 
needs, a nd all le vels, f rom relationships, t eams, a nd organizations t o communi-
ties, societies, and the planet. Th is means all people, all races, a nd all genders, no 
matter what their religion, sexual preference, or favorite ice cream. You are natu-
rally compelled to care and have compassion for others without condition because 
you are so in touch with your own human strengths and frailties, which you have 
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become in timate wi th w hile tra veling t he h umbling pa th o f y our o wn p ersonal 
transformation.

From the perspective of your higher self, you come to care deeply for the natu-
ral environment. As you overcome your ego’s inclination to exert power over and 
control of people and the environment, you begin to realize that you, as a human 
being, are actually part of the environment. Th ere is no s eparation. You have the 
same atoms and molecules in your body; you return to the same dust as all organic 
matter; and you are enlivened by the same Spirit that infuses all of life. How could 
any of us not care for the earth when we realize that we are essentially connected to 
it and that we as individuals and societies can only be as healthy as it is?

Without the ego’s boundaries and self-interest in control, you now see others 
as partners rather than competitors or adversaries. You reach across old dividing 
lines a nd s eek t o w ork t ogether o n t he s ame t eam o f humanity s erving w hat is 
larger than your individual self and common to all. Your being’s natural compas-
sion, understanding, and care cause you to reach out in unconditional ways across 
all boundaries and you become compelled to take a stand for what is socially just 
and environmentally sustainable, for these are the fundamental values that support 
Life itself.

In your development as a conscious change leader, you become more than you 
thought you ever were, more in t ouch with your essential self and more capable 
of g enerating b reakthroughs in t hinking, ac ting, a nd ac hieving. W hat was o nce 
impossible b ecomes incr easingly p lausible b ecause y ou s ee ne w p ossibilities in 
yourself and others. All t his brings hope and inspiration for you to make a dif-
ference beyond simply achieving your ego’s personal goals. With your new capa-
bilities, these goals become relatively easy, and you begin to stand for something 
greater in the world. 

Th rough t he e yes o f b eing, y ou s ee m ulti-dimensional p rocess e verywhere 
and b egin t o s ense t he f undamental p rocess o f L ife—the e volutionary im pulse 
to develop, grow, and make things better. You feel this impulse in yourself, and it 
drives you to co-create with others to make a positive, meaningful diff erence in the 
world, to assist Life’s evolution by transforming and improving all you touch.

Ultimately, it is t his stance within you to be your highest and best self, and 
your stand for it in the world that makes you a phenomenal change leader. By your 
own choice, you become accountable to support the multi-dimensional expression 
of process—the natural impulse to evolve and change—as it rolls through you, your 
organization, others, and the world. You now see the possibilities for breakthrough 
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everywhere, in all quadrants and all levels. You know what to do and how to do it 
subtly and powerfully because of the understanding you have developed, who you 
have become, and what you are attuned to—the whole of Life in i ts broadest and 
deepest expressions.

You now know that your primary contribution as a conscious change leader is 
to stay awake and conscious, support process—Life in all its dimensions—to evolve, 
and assist others to wake up to this greater awareness, all on behalf of co-creating 
breakthrough results f or t he w hole o f multi-dimensional reality. As a co nscious 
change leader, you become compelled to serve Life. 

We would love to be on this journey of conscious evolution with you. Do you 
care to join us?     
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Pfeiffer Publications Guide
This guide is designed to familiarize you with the various types of Pfeiffer publications. The formats sec-

tion describes the various types of products that we publish; the methodologies section describes the many

different ways that content might be provided within a product. We also provide a list of the topic areas in

which we publish.

FORMATS

In addition to its extensive book-publishing program, Pfeiffer offers content in an array of formats, from

fieldbooks for the practitioner to complete, ready-to-use training packages that support group learning.

FIELDBOOK Designed to provide information and guidance to practitioners in the midst of action. Most

fieldbooks are companions to another, sometimes earlier, work, from which its ideas are derived; the fieldbook

makes practical what was theoretical in the original text. Fieldbooks can certainly be read from cover to cover.

More likely, though, you’ll find yourself bouncing around following a particular theme, or dipping in as the

mood, and the situation, dictate.

HANDBOOK A contributed volume of work on a single topic, comprising an eclectic mix of ideas, case

studies, and best practices sourced by practitioners and experts in the field.

An editor or team of editors usually is appointed to seek out contributors and to evaluate content for

relevance to the topic. Think of a handbook not as a ready-to-eat meal, but as a cookbook of ingredients

that enables you to create the most fitting experience for the occasion.

RESOURCE Materials designed to support group learning. They come in many forms: a complete, ready-

to-use exercise (such as a game); a comprehensive resource on one topic (such as conflict management) con-

taining a variety of methods and approaches; or a collection of like-minded activities (such as icebreakers)

on multiple subjects and situations.

TRAINING PACKAGE An entire, ready-to-use learning program that focuses on a particular topic or

skill. All packages comprise a guide for the facilitator/trainer and a workbook for the participants. Some

packages are supported with additional media—such as video—or learning aids, instruments, or other devices

to help participants understand concepts or practice and develop skills.

• Facilitator/trainer’s guide Contains an introduction to the program, advice on how to organize and

facilitate the learning event, and step-by-step instructor notes. The guide also contains copies of pre-

sentation materials—handouts, presentations, and overhead designs, for example—used in the program. 

• Participant’s workbook Contains exercises and reading materials that support the learning goal and

serves as a valuable reference and support guide for participants in the weeks and months that follow

the learning event. Typically, each participant will require his or her own workbook.

ELECTRONIC CD-ROMs and web-based products transform static Pfeiffer content into dynamic, inter-

active experiences. Designed to take advantage of the searchability, automation, and ease-of-use that

technology provides, our e-products bring convenience and immediate accessibility to your workspace.
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METHODOLOGIES

CASE STUDY A presentation, in narrative form, of an actual event that has occurred inside an organi-

zation. Case studies are not prescriptive, nor are they used to prove a point; they are designed to develop

critical analysis and decision-making skills. A case study has a specific time frame, specifies a sequence of

events, is narrative in structure, and contains a plot structure—an issue (what should be/have been done?).

Use case studies when the goal is to enable participants to apply previously learned theories to the circum-

stances in the case, decide what is pertinent, identify the real issues, decide what should have been done,

and develop a plan of action.

ENERGIZER A short activity that develops readiness for the next session or learning event. Energizers are

most commonly used after a break or lunch to stimulate or refocus the group. Many involve some form of

physical activity, so they are a useful way to counter post-lunch lethargy. Other uses include transitioning

from one topic to another, where “mental” distancing is important.

EXPERIENTIAL LEARNING ACTIVITY (ELA) A facilitator-led intervention that moves participants

through the learning cycle from experience to application (also known as a Structured Experience). ELAs are

carefully thought-out designs in which there is a definite learning purpose and intended outcome. Each

step—everything that participants do during the activity—facilitates the accomplishment of the stated goal.

Each ELA includes complete instructions for facilitating the intervention and a clear statement of goals,

suggested group size and timing, materials required, an explanation of the process, and, where appropriate,

possible variations to the activity. (For more detail on Experiential Learning Activities, see the Introduction

to the Reference Guide to Handbooks and Annuals, 1999 edition, Pfeiffer, San Francisco.)

GAME A group activity that has the purpose of fostering team spirit and togetherness in addition to the

achievement of a pre-stated goal. Usually contrived—undertaking a desert expedition, for example—this type

of learning method offers an engaging means for participants to demonstrate and practice business and

interpersonal skills. Games are effective for team building and personal development mainly because the

goal is subordinate to the process—the means through which participants reach decisions, collaborate,

communicate, and generate trust and understanding. Games often engage teams in “friendly” competition.

ICEBREAKER A (usually) short activity designed to help participants overcome initial anxiety in a training

session and/or to acquaint the participants with one another. An icebreaker can be a fun activity or can be

tied to specific topics or training goals. While a useful tool in itself, the icebreaker comes into its own in

situations where tension or resistance exists within a group.

INSTRUMENT A device used to assess, appraise, evaluate, describe, classify, and summarize various

aspects of human behavior. The term used to describe an instrument depends primarily on its format and

purpose. These terms include survey, questionnaire, inventory, diagnostic, survey, and poll. Some uses of

instruments include providing instrumental feedback to group members, studying here-and-now processes

or functioning within a group, manipulating group composition, and evaluating outcomes of training and

other interventions. 

Instruments are popular in the training and HR field because, in general, more growth can occur if an

individual is provided with a method for focusing specifically on his or her own behavior. Instruments also are

used to obtain information that will serve as a basis for change and to assist in workforce planning efforts. 
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Paper-and-pencil tests still dominate the instrument landscape with a typical package comprising a facili-

tator’s guide, which offers advice on administering the instrument and interpreting the collected data, and an

initial set of instruments. Additional instruments are available separately. Pfeiffer, though, is investing heavily

in e-instruments. Electronic instrumentation provides effortless distribution and, for larger groups pa rticu-

larly, offers advantages over paper-and-pencil tests in the time it takes to analyze data and provide feedback.

LECTURETTE A short talk that provides an explanation of a principle, model, or process that is pertinent

to the participants’ current learning needs. A lecturette is intended to establish a common language bond

between the trainer and the participants by providing a mutual frame of reference. Use a lecturette as an

introduction to a group activity or event, as an interjection during an event, or as a handout.

MODEL A graphic depiction of a system or process and the relationship among its elements. Models

provide a frame of reference and something more tangible, and more easily remembered, than a verbal

explanation. They also give participants something to “go on,” enabling them to track their own progress as

they experience the dynamics, processes, and relationships being depicted in the model.

ROLE PLAY A technique in which people assume a role in a situation/scenario: a customer service rep in

an angry-customer exchange, for example. The way in which the role is approached is then discussed and

feedback is offered. The role play is often repeated using a different approach and/or incorporating changes

made based on feedback received. In other words, role playing is a spontaneous interaction involving realis-

tic behavior under artificial (and safe) conditions.

SIMULATION A methodology for understanding the interrelationships among components of a system

or process. Simulations differ from games in that they test or use a model that depicts or mirrors some aspect

of reality in form, if not necessarily in content. Learning occurs by studying the effects of change on one or

more factors of the model. Simulations are commonly used to test hypotheses about what happens in a

system—often referred to as “what if?” analysis—or to examine best-case/worst-case scenarios. 

THEORY A presentation of an idea from a conjectural perspective. Theories are useful because they

encourage us to examine behavior and phenomena through a different lens.

TOPICS

The twin goals of providing effective and practical solutions for workforce training and organization devel-

opment and meeting the educational needs of training and human resource professionals shape Pfeiffer’s

publishing program. Core topics include the following:

Leadership & Management

Communication & Presentation

Coaching & Mentoring

Training & Development

E-Learning

Teams & Collaboration

OD & Strategic Planning

Human Resources

Consulting
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What will you find on pfeiffer.com? 

• The best in workplace performance solutions for training and HR professionals 

• Downloadable training tools, exercises, and content

• Web-exclusive offers

• Training tips, articles, and news

• Seamless on-line ordering

• Author guidelines, information on becoming a Pfeiffer Partner, and much more

Discover more at www.pfeiffer.com
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“With this extensively upgraded second edition, Dean Anderson and Linda Ackerman Anderson 
solidify their status as the leading authorities on change leadership and organizational transformation. 
This is without question the most comprehensive approach for leaders who are serious about making 
change a strategic discipline. Beyond Change Management is an intelligent book by two of the most 
knowledgeable and accomplished masters of their craft, and it’s one that every conscious change leader 
should adopt as their guide to creating more meaningful organizations.” 

—JIM KOUZES, coauthor, the bestselling The Leadership Challenge and The Truth About Leadership

“Read this great book by Dean Anderson and Linda Ackerman Anderson and learn how to use their 
multidimensional approach to lead transformation masterfully and consciously!” 

—MARSHALL GOLDSMITH, world-renowned executive coach; author of the New York 
Times bestsellers, MOJO and What Got You Here Won’t Get You There

“An important move toward a more integral business consulting approach, very much recommended for 
those interested in the topic and ways to actually apply it.” 

—KEN WILBER, author, The Integral Vision and A Brief History of Everything 

“Dean and Linda are core to the fi eld of conscious change leadership and continue to stretch and push 
its boundaries in this rich and deep compendium. This is a must read from two consummate thought 
leaders who have devoted their careers to developing highly successful change leaders. Read it and
immediately improve your change leadership or consulting success.” 

—BEVERLY KAYE, CEO, Career Systems International; author, Love ‘em or Lose ‘em: Getting Good 
People to Stay

“This book is about mastery of leading the transformational change process written by masters of the 
craft.  For corporate leaders and consultants who consider themselves committed students of the 
process of organizational change.” 

—DARYL CONNER, chairman, Conner Partners; author, Managing at the Speed of Change and 
Leading at the Edge of Chaos

“Beyond Change Management is a timely how-to guide for leading change in the twenty-fi rst century.  It 
provides both a conceptual roadmap and practical tools and techniques for successfully transforming 
organizations.” 

—NOEL TICHY, professor, University of Michigan; coauthor, JUDGMENT: How Winning Leaders 
Make Great Calls
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