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			Book Presentation:
The Heart of Change
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			Book Abstract

			MAIN IDEA

			What is the most effective way to actually get organizations to make and put into effect permanent changes?
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			This is the approach most often tried. First, detailed information is gathered and analyzed. Reports are written and formal presentations about the problem are developed. Then the information is presented to staff who are encouraged to think carefully about what they are doing. Hopefully, these new thoughts will then help people to change their behavior or, alternatively, will reinforce their efforts to change their behavior.
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			This is a better approach. Instead of gathering exhaustive data, gather examples that dramatically illustrate what the problem is. Help people see why there is a problem at present, and let them feel the pain associated with that problem. Once they have been emotionally charged, they then become internally motivated to make the changes themselves, so as to avoid the problem which has been so graphically demonstrated to exist.

			“People change what they do less because they are given analysis that shifts their thinking than because they are shown a truth that influences their feelings. This is especially so in large-scale organizational change, where you are dealing with new technologies, mergers and acquisitions, restructurings, new strategies, cultural transformation, globalization and e-business. In an age of turbulence, when you handle this reality well, you win. Handle it poorly, and it can drive you crazy, cost a great deal of money, and cause a lot of pain.”

			– John Kotter and Dan Cohen

			About the Author

			JOHN KOTTER is a professor at the Harvard Business School. In addition to serving on this faculty since 1972, Dr. Kotter (a graduate of MIT and Harvard) is also the author of 14 books on business leadership including Leading Change (1996), What Leaders Really Do (1999), The New Rules (1995) and The Leadership Factor (1988). He is widely acknowledged as the foremost expert in the field of business leadership.

			DAN COHEN is a principal with Deloitte Consulting and the head of Deloitte’s Global Energy Change Leadership practice. Dr. Cohen (a graduate of Adelphi University, the University of Detroit and Ohio State) also brings to bear his years of experience as a business consultant, university lecturer and employment in the manufacturing, financial and real estate industries.

			The Web site for this book is at www.theheartofchange.com.

			Important Note About This Ebook

			This is a summary and not a critique or a review of the book. It does not offer judgment or opinion on the content of the book. This summary may not be organized chapter-wise but is an overview of the main ideas, viewpoints and arguments from the book as a whole. This means that the organization of this summary is not a representation of the book.

			Summary of The Heart of Change
(John Kotter and Dan Cohen)

			1. The Eight Stages of Successful Large-Scale Change

			Those organizations which are leaping into the future more successfully than others tend to handle eight key steps better than their peers:
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					Establish a sense of urgency.Organizations that handle change productively create a sense of urgency amongst the most important people. They show there is a compelling need to change and motivate these people to get into action rather than be content with the status quo.


					Create a guiding coalition.Every change initiative will require leadership. The guiding coalition is the steering committee and action team combined. A credible guiding coalition will be a deft mix of people with the right skills, connections, skills and formal authority. The stronger this team is, the more likely the change will be completed successfully.


					Develop both a vision and a strategy.To encourage change, the guiding team will articulate a vision of what the enterprise will be like at the end of the change process. They will also develop a set of workable strategies by which that vision can be realized.


					Communicate the vision.The goal of this stage is not solely to convey the change vision and strategy but to induce understanding of the changes right throughout the organization. Deeds speak more loudly than words in this area. The most successful change programs feature direct, undiluted and repeated communication about the changes.


					Empower employees to act.Productive change programs need a heavy dose of empowerment if they are to succeed. The priority here is to give people enough authority to remove all the obstacles that can arise. Empowerment from this perspective also means to provide the information systems and other resources which will be required for people to act differently in the future.


					Generate short-term wins.Some short-term wins provide credibility and validation the change is worth it. The more success that is generated by short-term projects which are successful, the greater the momentum will build for the overall change program itself and the more enthusiasm that will be felt by the people involved.


					Consolidate the gains to build momentum.In effective change programs, the leaders don’t let up after a few early successes. Instead, there is a deliberate effort to deliver wave after wave of additional benefits. Doing this means the requisite level of resources, attention and energy will continue to be applied to the long-term change project.


					Anchor changes in the culture.Finally, good change programs make a permanent difference. The changes are made to stick by anchoring them in the culture of the organization. Over time, people will naturally continue to act in ways that are consistent with the change program.


			

			Note the central challenge in all eight stages is to change the way people act. The key to changing behavior is to alter emotions. When the people within an organization feel differently, they are more likely to act differently. The core challenge in making successful large-scale changes is to change the emotions people feel so as to motivate different actions in the future.

			“Evidence overwhelmingly suggests that the most fundamental problem in all of the stages is changing the behavior of people. Significantly changing the behavior of a single person can be exceptionally difficult. Changing 101 or 10,001 people can be a Herculean task. Yet organizations that are leaping into the future succeed at doing just that. Look carefully at how they act and you’ll find another pattern. They succeed, regardless of the stage in the overall process, because their central activity does not center on formal data gathering, analysis, report writing and presentations - the sorts of actions typically aimed at changing thinking in order to change behavior. Instead, they compellingly show people what the problems are and how to resolve the problems. They provoke responses that reduce feelings that slow and stifle needed change, and they enhance feelings that motivate useful action. The emotional reaction then provides the energy that propels people to push along the change process, no matter how great the difficulties.”

			– John Kotter and Dan Cohen

			“Successful see-feel-change tactics tend to be clever, not clumsy, and never cynically manipulative. They often have an afterglow, where the story of the event is told again and again or where there is a visible sign of the event that influences additional people over time. When done well over all eight stages of a change process, the results can be breathtaking. Mature (old-fashioned, clunky or heavy) organizations take a leap into the future. Laggards start to become leaders. Leaders jump further ahead.”

			– John Kotter and Dan Cohen

			“We fail at change efforts not because we are stupid, overcontrolled, and unemotional beings. We fail because we haven’t sufficiently experienced highly successful change. Without that experience, we are too often left pessimistic, fearful, or without enough faith to act. So we not only behave in less effective ways, we don’t even try.”

			– John Kotter and Dan Cohen

			“In a recent edition of Fortune Magazine, Jack Welch said, ‘You’ve got to talk about change every second of the day’. That’s an extreme position, but maybe extreme is what wins. We need more leaps into the future. And although we are becoming better at this, there is no reason we cannot become much better still.”

			– John Kotter and Dan Cohen

			2. Applying the See-Feel-Change Cycle To Each Stage

			Stage 1: Establish a sense of urgency.

			The best way to create a sense of urgency for change is to come up with a dramatic presentation that illustrates the nature of the problem faced. It needs to be something that captures attention and evokes a feeling something has to be done.

			Instead of trying to talk about the need for change, let people learn about it themselves. The most direct way to do this is with the use of the customer’s voice. Find ways for your people to see how customers feel about the way they are treated. Most likely, when they see that, they will be surprised. Some people will try and cling to the status quo, but most will become motivated to change things for the better.

			Some ideas that have worked in generating a sense of urgency:

			
					Put together a videotape where a customer expresses their frustrations about dealing with your business. Show this to the people who work inside the organization who don’t normally come into direct contact with end customers. What the customer says will have a high degree of credibility.

					Develop a physical presentation highlighting the problem. One company purchased 424 different kinds of gloves at various price points. The folly of doing this so inefficiently was lost in the system until someone put a sample of each glove (marked with the price it was purchased at) in one heap on the boardroom table. That brought the problem to life for the purchasing people and encouraged them to do something to address the problem.

					Some companies have a gallery where the organization’s former CEOs have their portraits hanging. This is designed to create a sense of history. A smart idea, however, is to replace those portraits with pictures of customers instead. That sends the signal that everyone in the organization needs to spend more time focusing on the customer’s current needs and less time thinking about what worked in the past.

			

			Some ideas to avoid in this area are:

			
					Issuing a decree from on high that everyone will get enthusiastic about change.

					Trying to shorten the process and jump straight to creating a new vision without first convincing everyone there is an urgent need to change current practices.

					Assuming that only the CEO can generate enthusiasm for necessary change.

					Using a short-term crisis to develop a sense of urgency - but then skipping the first couple of steps and instead plunging right into creating a vision and a strategy.“Without enough urgency, large-scale change can become an exercise in pushing a gigantic boulder up a very tall mountain. Raise a feeling of urgency so people say ‘let’s go’, making a change effort well positioned for launch.”
– John Kotter and Dan Cohen


			

			Stage 2: Create a guiding coalition.

			Building on that urgency, a team needs to be put in place which will guide and manage the change effort. This team must have the right people involved (those with the most suitable set of skills) and an ability to work together productively and effectively.

			Rather than simply talk about problems in a general sense, a credible person stands up and identifies a problem. Initially, people will be shocked, but when they see this person does not get shot down for speaking publicly, a team of people will come together to discuss the problem. Slowly at first but then with increasing confidence, the guiding team will grow as more people sign on and as progress is made.

			Ultimately, it always comes down to a matter of trust. If the right people are brought together in the guiding team and the responsibilities are shared evenly, the change effort will move forward. The guiding coalition builds on the sense of urgency. If there is enough urgency about the need for change, it won’t matter who is in the guiding coalition. Instead, what they do will be of more interest.

			Some ideas that have worked in creating a guiding coalition:

			
					Model the trust and teamwork that will be required to build a good guiding coalition. For example, if you are a member of the guiding coalition and you candidly and openly discuss the hesitations your part of the organization has to the proposed changes, it gives everyone else permission to speak with more candor. Show people how they should act and the level of trust that should exist between the various members of the coalition. Demonstrate that dissension is fine, so long as it is approached intelligently and constructively rather than negatively.

					Structure the meetings for the coalition in such a way that frustration is minimized. Spend the majority of the time available focusing on the critical issue or issues needed to move the change effort forward and what needs to be done next. Don’t let fringe issues distract or make the meetings go round in circles without gaining any forward momentum. Have one topic per meeting, do your homework beforehand, clarify the next steps and put someone credible in charge.

					If you find reluctance on the part of people to join the guiding coalition, revisit the issue of urgency. It will always be difficult to enlist the help of key people if there is no sense of urgency.

			

			Some ideas to avoid in this stage are:

			
					Trying to drive a change program with a guiding team which is weak, focused around just one person or run under a complex or fragmented governance structure.

					Trying to sweep under the carpet and ignore situations where entrenched power factions are working to undermine the change program. It’s far better to bring these conflicts into the open.

					Leaving the head of a business unit which has to be changed out of the guiding coalition because they are “hopeless” in understanding the issues involved.

			

			Stage 3: Develop both a vision and a strategy.

			The guiding team needs to have a clear sense of direction. The team must have a vision of where the organization should head and the best strategy for making that vision become a reality. Clarity of purpose is essential.

			Instead of developing plans and budgets, try envisaging what the future will be like in the key dimensions of your business. Seeing that, people may feel frustrated (“Why aren’t we there already?”) or anxious (“If we make those changes, where will I fit in?”). Against that base of ideas, more productive discussions about the future can then take place within the organization.

			Some ideas that have worked in developing a vision and a strategy:

			
					Scenario planning. Develop one page summaries of how the organization may look in the future. Don’t focus solely on the financials, but paint vivid pictures of the future in all the key dimensions: revenues, employees, customers, competitors, beliefs and action steps. By trying to visualize the future in this way, abstract numbers can be brought to life.

					Develop dramatic ways to project the vision. For example, an aircraft manufacturer who wanted to raise the bar in the quality area dictated the production line would stop until all work could be carried out at each work station. Having a partially assembled plane sitting still in the factory spurred everyone into action to make sure they did not hold up the progress of the plane down the production line. It dramatized the need to work with suppliers to ensure there were no holdups.

					Be bold and make large leaps forward rather than small incremental steps. Consider the analogy of someone buying a fixer-upper house. When they first move in, it’s obvious what needs to be done to improve the house. After they’ve lived there for six months or so, they get used to working with what’s there and no longer feel motivated to do the work. The same is true for large change initiatives. When the idea is new, it gets noticed. That’s the time to make large leaps forward, by an order of magnitude. Once a change program has been underway for a while, it fades more into the background rather than getting the attention it needs. Act decisively and quickly.

			

			Some ideas to avoid during this stage include:

			
					Being overly analytical and insisting that everything should be judged on its financials alone.

					Assuming that budgets alone can guide a change program. Budgets never encourage risk taking, and every genuine change program will involve substantial risks.

					Having a vision of slashing costs without giving people some idea of the payoffs that await if they succeed.“Strategic plans motivate few people, but a compelling vision can appeal to the heart and motivate anyone.”
– John Kotter and Dan Cohen


			

			Stage 4: Communicate the vision.

			For widespread change to occur, there needs to be buy-in to that vision by as many people as possible. This is more than data transfer. People have to come to believe change is not only desirable but inevitable.

			Develop a well-crafted presentation that encapsulates the change program. Let people ask questions. Their initial fear and distrust will gradually become replaced by optimism the new direction is sound and has been well thought out. Only then will employees stop worrying about the changes and start taking the steps needed to make the changes happen at their own individual levels of responsibility.

			Some effective ways to do this other organizations have tried:

			
					Keep the message from the management simple and well-focused. Don’t see this as a chance to try and right everything that’s wrong with the organization. Instead, focus precisely on what potential benefits can be derived from making the specified changes.

					Have the people who give these presentations do their homework first. Anticipate how the employees will react and prepare accordingly. The better you’re able to answer questions at this stage, the less anxiety will arise.

					Make use of new technology to help the people see the vision. This may include a corporate Intranet site where business leaders can speak directly to the people within the organization. Update the information on this site daily so staff can follow exactly what is being said at any time. You may even develop a screen saver which everyone is encouraged to use which reminds them of the big picture goals every time they switch on their office computers.

			

			Some ideas that

			
					Undercommunicating - expecting the people in the organization to pick up on what’s happening from little snippets of random information.

					Speaking as though all you care about is transferring information - when in reality you should be helping everyone work through their feelings constructively.

					Accidentally fostering cynicism - by not walking the talk and doing what you say.

			

			Stage 5: Empower employees to act.

			
			
			
			
			
			
					Find individuals with good ideas and encourage them to speak up. Probably the best way to do this is to run an annual competition where people from anywhere in the organization come up with “Improvement Projects” - ways the organization can enhance what it already does. If you have the finals of this competition at a different exotic location each year and make it into a grand event, people will be enthusiastic about participating. Most often, the prize will be recognition as delivered by a medal of achievement and certificates. These competitions can be a genuine spur to get people to ignore the standard practices of the business and come up with good ideas. And be sure to circulate these ideas far and wide. Their very suggestion should be a breath of fresh air throughout the organization.

					Develop a reward system that inspires, motivates and builds self-confidence. Some organizations have this basic approach: “Come up with an innovative new idea we like and you’ll get ten cents to keep for yourself, but be careful - if we don’t like your idea, we’re going to come down on you hard for wasting time”. Naturally, this is not terribly awe-inspiring, and nobody would blame employees for treating the idea of being empowered to act with indifference. Thus, to encourage more ideas being put forward, make available attractive rewards. Be prepared to pay for exceptional performance. If people come up with ideas that save the organization money, make it worth their while. If you fail to do this effectively, you send the signal ideas are okay but don’t get too worked up about them.

					Try making some movies on the factory floor. Capture on film or video everything that is involved in making a product or delivering a service. Then get everyone together to watch the film. With any luck, that should start the ideas flowing on how to improve the processes and eliminate waste. Evaluate those ideas and put the best into practice. You can then take a follow-up film or video six months later and evaluate how effective the changes have been.

			

			
			
					Trying to remove all the barriers at once. Doing this only generates confusion and wasted effort. A far better approach is to decide which change initiatives are most important or have the greatest potential impact and work on those first. Then, once these change programs have run their course, try something else. Attempting to do everything at the same time requires keeping too many balls in the air simultaneously, which is very difficult.

					Ignoring bosses who seriously disempower their subordinates. Doing that sends the signal its business as usual, despite all the rhetoric about change.

					Addressing problems with bosses by stripping their power and giving it to their subordinates. All that does is generate more problems of a different kind in the future.

			

			Stage 6: Generate short-term wins.

			
			
			
			
			
					Target something specific. For example, it was decided to create a closer working relationship between the U.S. Navy and the Naval Reserve Service. Rather than tackle the entire integration issue between these two units, a detailed Web-based database was created whereby authorized naval planners could search for certain types of skills. The database included up-to-date information on all naval personnel and all civilian reserve personnel. This demonstrated the fact the Navy was committed to creating one force which takes advantage of all its resources rather than having a full-time navy and an inferior reserve unit.

					Target something where you can make visible progress. For example, most people dislike the paperwork aspect of dealing with state governments or other regulatory agencies. Usually this involves a variety of forms for different circumstances. If these forms can be simplified and consolidated into one simple form which captures the key information, people will see the change program is serious about doing something meaningful. They will also sign on for other change programs because they can see the difference the first few projects have made.

			

			
			
					Avoid the urge to launch fifty projects at once. Instead, focus on three or four projects at a time. Get people to work on just those specific projects. Once you’ve achieved them, add some more to the list. The feeling of energy and achievement will be intoxicating.

					Don’t try and stretch the truth or exaggerate results to generate a false short-term win. Be honest. If the results are not as great as anticipated, discuss that candidly and openly. People will react far more positively than if you attempt to put a positive PR spin on a marginal success story. Change your priorities and target another project which will be more unambiguous.

			

			Stage 7: Consolidate gains to build momentum.

			
			
			
			
					Change everyone’s frame-of-reference and encourage employees to look at your organization from an investor’s perspective. Investors are faced with multiple opportunities. They often decide which opportunity to pursue by comparing price-to-earnings (PE) ratios. Naturally, the higher the PE, the more attractive the investment opportunity. If your changes to date have already vaulted you past your traditional competitors, choose another company from outside your industry which has a superior PE ratio. Explain that not only do you have to out-perform your direct competitors, you also have to keep making changes until you can honestly say your organization is a better investment than elsewhere. By using metrics like PE ratios, you open up a whole array of potential benchmark organizations. You also create an external problem which your people can focus on responding to rather than listening to you encouraging them to try harder and do better just for the sake of your ego.

					Aggressively rid yourself of old style tasks which are self-defeating. For example, under your old system, you might have got into the habit of producing a detailed 20-page monthly report. As a result of the change, that might no longer be much use. In that event, either drop the report entirely or reduce it to a one or two page format. By giving everyone tangible examples of what they can stop doing in the future, they will feel like they will have more time available to do what is needed.

					Put together some “action teams” - cross-company project teams where people work full time for a couple of months exclusively on change projects. Give the action teams authority to talk to anyone they want, do anything they choose and come up with any idea they believe will work, even if it sounds outlandish. Give them permission to think creatively and to do things that upset the established order. Let them go to work and see which of the organization’s sacred cows they choose to target.

					Whenever new situations arise, use them beneficially to highlight the changes. For example, one company improved their production systems by shifting responsibility for inventory to suppliers. As a result, the manufacturing facility now had loads of space available that was previously used for storing inventory. Rather than using the freed up space for storage of other materials, the decision was made to expand the offices so both the production workers and the administrative staff could be located in one place. This teamwork approach was further driven home by building new common-use rooms (washrooms, coffee rooms, etc.) which would be shared by both the office workers and the factory workers. Doing this built a sense of community throughout the organization, and sent the signal every function is important. This enhancement of the team spirit was a direct flow-on consequence of the overall change program.

			

			
			
					Putting in place a rigid four-year plan. This is too inflexible and fails to capitalize on the additional opportunities that arise.

					Convincing yourself the change program is complete - when you haven’t even addressed the behaviors which are embedded deep within your organization’s bureaucracy.

					Adding to a person’s workload the new tasks without taking away those responsibilities which no longer apply.

			

			Stage 8: Anchor changes in the culture.

			
			
			
			
					Be aware that change can be fragile. Therefore, don’t think of the change program as having run its course once the gains have been achieved. Instead, look at that as simply a good beginning, and that the changes won’t be permanent until they take root in the accepted culture. Be aware of all the factors that can dilute the long-term impact of the changes -employee turnover, ongoing business pressures, the arrival of a new crisis or bosses moving on to other assignments -and deal with each effectively. Have the mindset the job isn’t finished until the corporate culture has adopted and integrated the changes completely.

					Focus intensively on new employee orientation. Make use of this opportunity to compellingly show new hires what the organization cares about. It’s very easy nowadays to put together a simple corporate video which shows the organization’s practices and values. This can incorporate video clips of the management team and also key customers. Or use a corporate Intranet site to provide material which the new people can study at their own pace. Careful attention should be paid to providing new employees with visual materials and images that provoke the kinds of feelings which will enhance continuity of action.

					Use the promotions process - to place those who act consistent with the new norms into positions of influence. By promoting those who have a demonstrated ability to act consistent with the new culture, you also signal to everyone else their future opportunities depend on getting with the new program as well.

					Develop some vivid and emotional success stories - which exemplify the new corporate culture in action in ways that are truly memorable. If possible, video people talking about these stories to bring them to life. For example, a happy customer may be willing to talk about their experiences on camera. You can then spread these stories of going above and beyond the call of duty right throughout the organization. If you can do this effectively, everyone will see clearly what the organization really cares about. They will also come to feel good about that on a personal level. It also reinforces what is special or unique about the organization and subtly gives everyone permission to go out and do more. This is culture building at its finest.

			

			
			
					Relying on factors other than the corporate culture - like a good boss or an effective compensation scheme - to hold the big changes which have been made in place long-term.

					Trying to change the corporate culture just by talking about it rather than by doing. This is a little like putting the cart before the horse. Changes in corporate culture come at the end of the change program, not at the beginning.
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