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Purpose

The purpose of this book is to help you understand how to lead where change is not only the norm but is also accelerating. Ironically, it is generally quoted that 75% plus of large transformation and change programmes fail and this is not on an improving trend. We are therefore in a place where we need to drive more change but three out of four of our transformation initiatives are destined to fail. This book addresses this conundrum. How to weigh the scales on our side as transformational leaders and be in the 25% that succeed. Indeed, how do we increase the 25% to 75%? The start point is that transformational change is not just an initiative or programme, it is an approach to leadership and almost a way of life for senior leaders. A key observation and challenge is how we take account of managing teams whilst encouraging increasing diversity. This book outlines the leadership challenges, leadership approach and transformation processes that need to come together to shift the odds of successful transformation towards us as leaders.

The author has been at the forefront of this shift for over 25 years and has developed this approach with its associated coping mechanism whilst in executive leadership roles in 11 companies. He has worked across manufacturing, retail, financial services, insurance, hospitality, mobile phones, utilities, and postal services. He has personally led five major transformations and been part of some great successes and lots of small failures on his journey. Executive roles have included leading marketing, sales, revenue management, large call centre operations, IT, and digital functions as well as profit and loss ownership.

Unlike most leadership bibles, this one is not presenting itself as a fully structured model but as a personal checklist for your attributes and behaviours alongside a set of practical processes you can adopt at work. It is by no means prescriptive and if you take a few things from this book to start practising then you will become a marginally better leader, which is a great outcome as you will learn as you travel through the pages of this book.

The book is as relevant for the C-suite as the new management programme trainee. Existing leaders can use it to adjust their approach to leadership behaviours and utilise the models. Future leaders can set themselves up to lead in the right way from the start. They can learn and practise the right behaviours to use from the start and utilise relevant parts of the processes. The overall concept you will learn from reading this book is that the leadership model is changing alongside technology, customers, and markets. The new paradigm is not a structured model but a set of practises and tools that enable the leader to evolve their leadership approach at pace. The modern leader needs to be the grit in the oyster the slight irritant that brings the best out of the organisation—make it secrete pearls over time. It is important to note that the leader is not the pearl but the piece of grit that is consumed by the pearl. You will explore this throughout the book.

You will undertake a four-stage journey; the book opens with an understanding of transformation followed by exploring the shifting playing field and the very modern challenges presented to leaders.

Then we focus on the leader. How should a leader behave and field their team? In this section, you will explore the grit part of the model. The concluding section is a modern framework for transformation or change. An approach. This is the oyster model.

It should be noted that you are not being presented with an empirical study to any robust academic standard. It is as presented—observations and know-how collected over the authors’ adult life which result in opinions from which you can choose to learn.

Don’t expect a raft of case studies. In the author’s opinion, case studies become so watered down to avoid intervention from lawyers that they become anodyne. Transformation necessarily starts with the organisation being in a bad place often linked with poor leadership. Both companies and individuals, quite rightly, wouldn’t want that presented as a warts and all case study in a book such as this.

Whilst there are lessons for all leaders in this book, it is not intended to be a guide for small businesses or start-ups. The focus is larger organisation transformation. You should read this book if you work in any enterprise, government office, health service or charitable organisation. The models and approach will work within existing organisations with some complexity who are or need to modernise and change in some way.


Reading this book will give value to the following:


	C-Suite and board Members: To better understand how to govern and lead transformation in our increasingly diverse environment to ensure a successful outcome.


	Managing Directors, Divisional Heads and Functional Leads: How to set up, lead and deliver successful transformation with teams of increasingly diverse and empowered individuals.


	Senior Managers: How to lead diverse teams to drive successful transformation deliverables within their area.


	Managers and Management Trainees: Learning how to develop the skills and behaviours needed to successfully move into leading future transformation.


	Academics and Students: A real-world insight into the challenges of transformation leadership and delivery including referenceable models to feed into debate and papers.








The Author

Why do you have the right to opine on this subject I may hear you ask? Let’s first start with a resume of experience. It’s not a standard career and I often describe it as a series of increasingly bigger jobs. The term career suggests some foresight and planning. One of my favourite statements is that I have had job titles that didn’t exist when I was a kid so how could I have ever said what I wanted to do? I would have never said I wanted to be a chief digital officer or a transformation lead at the age of 18, would I?

I started life working for a retail bank, which then sponsored me to go to university. Between semesters I worked for the bank and gathered lots of experience and post-graduation started work for real in their investment bank. I spent the first couple of years of my working life worrying about balance sheets and cash positions for large UK corporates. I tried my hand at trading. I wasn’t very good at it which wasn’t a surprise given my penchant for reversing the middle figures in long numbers but more on that later!

From there, I fell into a strategy role to help the organisation focus on its corporate customers. They needed somebody who had experienced branch-based banking and high-end investment banking. I found I was a rarified breed. I was part of a team that restructured the way the bank sold to and managed all business relationships. I then spent a little time helping to launch several new personal business lines in mortgages, life insurance and general insurance. All new things for a bank. I was a kid and the tea boy on the team, but I saw and absorbed.

Then came my big break. The defining moment for my career. I was asked to undertake a SWOT (Strengths, Weaknesses, Opportunities and Threats) analysis of a thing called The Information Superhighway. It was 1994. It was the birth of the internet. I went on to lead the development of websites and home & business banking solutions. I collected World Firsts—now meaningless and boring but defining. I started a life of leading transformative things. From here, I went to Motorola and collected some more firsts in the mobile internet including some patents in payments and what we would now call cyber security. Oh, and I am not technical. I just get it!

From here, I went to an innovative credit card brand called Goldfish. My job was to take it online and increase its value to sell it. My first transaction. We successfully sold and less successfully separated the business. I gained some deep scars on my back during this process. Moving a million customers onto a new system is not easy!

I was invited by the selling parent company to take on one of the largest commercial roles in the country—in British Gas—leading sales and marketing. They wanted me to help make it data-driven and take it online—my first digitisation. This was also my first real transformation including relaunching the brand. I made TV adverts and launched their first websites.

Onto HomeServe to transform the business from a single product line and approach to a multichannel multi-proposition business. Many lessons were learnt here as I would judge myself as both succeeding and failing. Here I also led on M&A both buying a number of businesses and selling some too.

This was followed by a first foray into private equity at the AA. A fixed-term contract to turn a loss-making financial services business into profit through modernisation. Moving from a traditional marketing and sales approach to a fully online model.

Then to Travelodge another PE-backed organisation needing transformation. Here, I led on shifting to a fully online model along with a brand relaunch and entire estate refurbishment. As an executive team, we took some big risks here, but we redefined the hotel business. To be honest, others copied us and did it better, but we led the thinking in several areas. We did change the world. And then it imploded—a triumph of overleveraging in a rising interest rate environment. A great experience to live and learn from. Big outtake is fail small not big!

Another PE house then asked me to help separate and transform the RAC. They had just bought it from a large corporate and it was messily embedded. It wasn’t a simple separation but rather a transformation. My role was to shift sales and service online whilst extracting it from its current owner.

The next challenge was to lead digital transformation at the Royal Mail through an IPO. A state-owned postal and delivery organisation, highly unionised. Transform to drive IPO value. Massive change and commercialisation of all customer-facing channels. Got a barcode on everything.

Onto transforming an archaic industry in manufacturing and distributing building materials. Part way through this journey strategic changes led to the divestment of seven businesses and then leading the separation of the biggest on behalf of the new owners.

For the past 15–20 years, I have been developing and evolving the model outlined in this book. The oyster methodology has been tested and matured many times during this period. The grit has been a realisation aligned with the diverging principles. This is a more recent observation and moment of truth.

I realised that for the past 20 years, I haven’t failed to deliver a large programme yet many around me have. My challenges have been getting bigger too. I asked myself, why? This book is the answer to that question, my opportunity to share my analysis and methods.





Part One
 Transformation





Chapter 1 
What Is Transformation

Transformation. Change. Digitisation. Large programme delivery. Strategy execution. Brand refresh and relaunch. Merger. Integration of acquisition. Large-scale management restructure. Modernisation. Refurbishment. I can go on and on. Simply, we name it lots of different things. We pretend they are unique. Often, we may try and do several of them at the same time because we think they are different and don’t touch each other. For the purposes of this book, we are going to call it all transformation.

Dictionary.com defines transformation as a change in form, appearance, nature or character. I also like the definition of transform in mathematics: a process by which one figure, or function is converted into another of similar value (Oxford Languages). In a business sense, we can merge the two together and sprinkle on some commercial speak.




	Business Transformation is a process by which an enterprise or

function is improved with new systems, technology and

processes whilst retaining the same core people and core

values. The goal is to create a more efficient and productive

organisation to deliver increased value to stakeholders.





Let’s just pause a moment and be sure we have a shared understanding of the elements here, taking them in order.


	System:



In this context a system is wholistic. It is all the elements required to reach a specific goal. It also standardises the approach to reaching that goal across the organisation. A system includes people and their skills, equipment, processes, software and data. An example of a new system you may have introduced could be e-commerce. There will be new processes for click and collect, new software in web shops. New equipment to pick and pack direct delivery from distribution centres and new skills to promote and fulfil sales online. Do not confuse this system with an IT system—this is used to define the software, hardware, cyber security, integrations and data flows in technology.


	Technology:



In this context, we are considering new capabilities being implemented as well as large-scale technology change. It may be the replacement of a finance IT system or an entire ERP (enterprise resource planning) system. The focus when we talk about technology transformation is on the software and hardware—whether that be cloud-based, software as a service (SaaS) or tills and card machines in branches. Data is also a key element in this area. An example may be the introduction of a customer relationship management solution (CRM) such as Salesforce in an organisation that has never had such a capability.


	Processes:



In this context, we are looking for instances where we need to change our processes to allow for or align with new systems or technology. Most big process change is therefore seen to be because of the wider transformation. It’s rare to undertake isolated process change not impacted by systems and technology these days. The place where it is most likely to occur is in a factory setting. Often the manufacturing system is fixed in terms of the equipment and supporting software, but analysis of throughput data can be used to optimise the processes around these—sometimes this can be a relatively radical change impacting the skills and processes required by the operators of the equipment. Process change in this context excludes embedded continuous improvement methods such as Kanban, Lean or Six Sigma which would fall into small change as defined below.


	Core people:



We assume in a transformation that we are not replacing all the people. We may reduce the number of people we need to run our new systems due to planned efficiency gains and we would expect to have to train and upskill some of the people but not wholesale replacement. Why is this important? Starting with this assumption means we need to take our people on the transformation journey. This is often referred to as change management. It frustrates me that this is seen as discrete. We only need to do change management when we do a big change. Big change is just part of the transformation and therefore so is change management. I struggle with the concept of change management departments and the slavish implementation of change models. We cover the approach to change in part three of this book.


	Core Values:



Most transformations do not seek to shift the core values of organisations. Generally, they seek to improve the delivery of promises in line with the values. It is important we ask ourselves if this is important upfront. If we want to preserve the values, maybe tweak them in line with the transformation then we can hold true to this statement. This is a positive step and doesn’t necessarily increase the outcome of the transformation, but it does make it easier to land and deliver sustainable benefits. If we don’t care, then we should be explicit about that too. The one scenario neatly fitting into the don’t care bracket is a change to private equity ownership and the transformation that often comes with that. This is specifically around people. Often ownership changing to a PE results in a shift in the perceived value of the people in an organisation. This is usually driven by heavily resourced central functions being dramatically resized. This is seen as a shift away from people-based values into financially based. This is not necessarily correct as PE houses bring a sharper focus on the customer and often invest in customer-facing transformations at the expense of central functions. The fact is that practically, it brings a negative to the transformation and impacts benefits, particularly in the longer term. My advice is generally to stabilise values, drive the transformation and then take out costs. This leads to stickier change and better change management of the cost-out process. But this is jam tomorrow and PE houses want jam today!


	Goals:



Every transformation has goals, and these are typically based on efficiency and productivity. They can also be to simply remove legacy and modernise to survive. Part three brings this to life and gives clear guidance on how to tie goals into outcomes.


	Stakeholders:



It is important to keep this vague in the definition as stakeholders vary considerably depending on your organisation. For a corporate, we are talking about customers, colleagues, suppliers and shareholders. Increasingly we are extending this to communities and wider areas of responsibility. For a hospital, patients and visitors are key additional stakeholders. For governments, the reach is much broader based on their span of control and electorate. Whomever your stakeholder groups are, it’s important that transformation follows the same path, and that you take them with you on the journey. We see breakdown in this on a regular basis. Identify them, keep them in your sights and deliver them value in the process or there is no point in transforming. There have to be clear and identifiable benefits to as many stakeholder groups as possible to justify transformation. It’s also important to define what is not transformation—some examples include:


	Marketing and sales to deliver this year’s target.


	Recruitment and onboarding of new people.


	A technology upgrade of existing software or hardware.


	Small changes to our website or any other operating system.


	Repairs to the line in a factory.


	Opening new branches, distribution centres or factories as we grow.


	Moving head office to a new building.


	Lean process analysis and incremental improvements.


	New product development and launch.


	Short-term market reactive cost-cutting programs.




In summary, it does not include all changes. By our very nature, we constantly change in our organisations. We do not stand still and only repeat the same thing we did yesterday with the same people in the same way. The list above shows a broad range of standard changes in a business. I define all this as small change. Every organisation has processes and methods for these, and they are largely successful. Where things start to go awry is a big change or transformation. The key difference takes us back to the definition above. In small changes, we are delivering a stream of things through our people in the way they currently work or with incremental changes in these ways, they achieve these things. Typically, we would insert the word or between systems, processes and technology for small change as we tend to do one of these at a time. Once we get into transformation, we need to use the word and as we are doing these concurrently as part of bigger changes. We are not able to isolate them as they are intertwined at this scale of change. We end up with a complex equation for transformation.


[image: ]
quation showing transformation equals the sum of new systems, new processes and new technology multiplied by the sum of colleague change and stakeholder management divided by the core values impact on benefit realisation.



As we start to understand these complex relationships and the impact of turning any of the areas into a negative, we can see why it is difficult to land positive transformations.


[image: ]
same equation as the previous diagram but with one element, in this case colleague management coloured red




[image: ]
the equation has been summarised to transformation equals the sum of a positive multiplied by a negative divided by a positive which then equals an overall negative.



In simple terms, any of the factors turning into a red negative turns the whole outcome into a negative. The trick to landing a successful transformation is to get all the elements into a positive state and then keep them there for the duration. Focus needs to be on all six elements in parallel. Often, we only look at the things that will change i.e. the first three. The second three are equally as important and harder to grasp hold of. The values question is the most esoteric and can bring transformation initiatives crashing down if we don’t think a little about where we are going and how we will get there.


Chapter Summary
 What is Transformation

Key Points


	Be clear with yourself on what transformation is and also what it is not.






	Business Transformation is a process by which an enterprise or function is improved with new systems, technology and processes whilst retaining the same core people and core values. The goal is to create a more efficient and productive organisation to deliver increased value to stakeholders.








	Understand the sensitivity of the transformation equation.




[image: ]
A diagram of a company Description automatically generated with medium confidence



Charlie says, “Get any single aspect of transformation wrong and the equation shows us we are setting up for failure.”







Chapter 2 
Why Do Transformations and 
Big Programmes Fail

The equations in the last chapter show us how easy it is at a mathematical level to turn a transformation into a failure. Yet nobody comes to work to fail. Nobody sets up a transformation with the expectation it will not succeed. If that’s the case, why do they fail and why do so many fail? Two key reasons come to mind. The first is the adoption of traditional leadership practises and the second is using the same generic processes or small variations away from it that have led to this poor success rate. Together these can be regarded as the often-misattributed quote that the definition of insanity is doing the same thing over and over again and expecting a different result. Looking firstly at the process and behaviours around it, here are my top 10 observations leading to failure. Any one of these is enough to turn one of the elements in the equation red.


	The Problem




Transformation typically happens as it is forced in some way. Technology is outdated and needs replacing, or commercial risks are rising and need controlling. A disrupter enters your space and pushes a very different model. Whatever the reason, the problem lands and somebody must deal with it. The first reason programmes fail is the definition of the problem. No change or transformation can occur at scale today without technology being a key component. The issue is that technology people, particularly, love to make the problem huge. Let’s say, we are a branch-based organisation, and we have a sales system in our branches that is critical to driving revenue. It’s old and creaking and we cannot change it to reflect the new multichannel digital world. We can’t deliver an omnichannel experience. We are losing revenues as it leads to a poor customer experience. The IT crowd will typically turn this problem into a full technology transformation. If you are going to change the front end of the ERP, you need to change the middle and back at the same time. Then you need to upgrade the transport system and the warehouse management systems as they all talk to each other, and we need to make sure they integrate in a modern way so that the data flows properly. We need a new target architecture and a multi-year plan to fill all the gaps and change all the systems.

Does this sound familiar, anyone? I see it often and everywhere. The project crowd gets excited about the engineering challenge, and they see the opportunity to do some great stuff. So, they sell big change and critical transformation to get the right secure solutions in place. The change becomes all-encompassing as we define it. It literally grows in front of our eyes.

My favourite example of the big project conundrum is infrastructure projects. In UK, the High Speed 2 Railway and the Nuclear Energy Programme are great examples. Both are trying to solve massive problems (a new north to south railway line in the UK and building nuclear power stations to fill 30% power capacity). Both are massively over budget and 10 years late so far. Just think if they had tried to build 10 small power stations the size of a power plant for a nuclear submarine—we seem to already have the technology and we seem to be able to build them to be movable too! Imagine if they had tried to build 10 small railways that joined together. The Elizabeth line east to west line west of London is pretty much on time as a deliverable. But hey we all love a big project. The moral of the story is massive projects fail at a much higher rate (75%+) than smaller ones. How do we learn from this?




	2. The Sale




Or the con whichever way you want to articulate it. I am proud to say that I have stood in front of many boards over my time, in listed, private and entrepreneur-owned organisations. I am confident that I could have sold any of those boards any form of transformation programme. I can stand there and articulate the depth of the issue to scare them. Yes, it is a burning platform. We have to act fast, and we need deep pockets. The answer is we must change everything all at once and I know how to do that. Here is a great plan that I have articulated on PowerPoint slides to show you I know exactly what I am doing and how this will land. Show me the big sum of money and I will build an army to save this company from certain death in five years’ time if we don’t do this.

Why am I saying this? Why am I suggesting my learned colleagues are snake oil salespeople? It is because this is the start of the problem. We have a great history of selling transformation programmes that fail, whether as an internal executive or a firm of consultants it doesn’t matter. I have seen both sell a great vision and then fail. It appears to be a very human thing to do. Create a big problem to change everything and then create a story for a big solution costing lots of money. Boards don’t understand the nuances, so they trust the executives and consultants to know what they are doing. They agree on the plan partly because it’s the only credible option presented and partly because they have no experience to form a challenge.

I have been in organisations and observed many that have bought into massive transformation programmes led by a charismatic team and supported by the CEO. These programmes have failed, led to huge write-offs and in hindsight leaders say they should not have started them in the first place. Yet we learn little from history. The Australian Securities and Investment Commission wrote off $165m late in 2022, trying to move its ledgers into bleeding edge blockchain technologies. Fashion victim as well as a huge project victim. Nobody called out to stop, at that board meeting, did they? Well done the exec that sold that in.




	3. The Benefits




The benefits of large transformations are a guess, yet we treat them like a financial fact. We do lots of analysis discounting future made-up cash flows to repay the investment in a timely manner. We adjust the figure to make the case work. We spent lots of time at the board meeting understanding the figures and the payback. We sign off the numbers as fact and give no credence that they are really a guess and finally we don’t track them very well at all.

My favourite task when I go into a new organisation is to add together the stated business case benefits of all the inflight projects. Every time they equate to more than the total profitability of the organisation. I have not yet seen an example where each and every financial director signed off the benefits of all the projects as an overlay to their five-year plan. A business sponsor usually agrees on the numbers, but they also usually do not run a P&L.

I have in the past turned down a rather lucrative role to take responsibility for delivering the benefits attached to a large-scale transformation programme. I did so because the plan was created to support a £100m investment in technology with serious multiple paybacks. The benefits were all made up in a central group team and confirmed with business units but not owned by the P&L holders. This for me is an alarm signal based on the healthy scepticism we need to have when being sold a transformation programme. I do not believe for one minute that the business units haven’t already made allowance for the benefits and therefore we have a double count. Delve into the business plans and I suspect that for example distribution cost efficiency is already built in whereas the central team have now said they will deliver a technology solution with a similar benefit.




	4. The Plan




Plans are guesses. This thought is repeated multiple times throughout this book. It’s somewhat of a central thought. It’s not new insight, it’s simply true and has been proven to be so through many different aspects of life. We can be directional with planning. We can state the things we are going to achieve and the order we will address them. Where I lose the will to live is when somebody states that they will deliver an outcome on a specific date in five years’ time. Show me anybody who can predict outcomes five years away. There are very few givens in the world that we can predict in this way. When it’s a change programme with many moving parts and a collection of interdependencies, then we are in an even more precarious position. We address how to manage dates and commitments on the journey within sections later in the book. Programmes and transformations fail because we set them up to fail by presenting distant dates as certain facts and not as broad guesses. We then attach benefits to those dates and double down on the problem.




	5. The Team




Most transformations start with a few people. These people write a case of some sort. Once agreed they then resource the team to deliver the case. Very few cases are clear on the resourcing assumptions other than to calculate costs. There are no thoughts on recruitment, quality, local competition and so on built into the business case. Often the key leadership roles have not even been scoped out with a job description. Additionally, no space is given for new people to challenge the plans and approach. People deliver plans and programmes and it’s a foundational issue not to get an allowance for people built into the planning.

My preferred method is to agree on the directional approach and get the organisation to take a bet on the people investment before forming the bigger business case. Get the people on the bus first before creating the full business case. That way you have a much sounder approach where a broader church of more expert people are involved in the costs and benefit analysis. This allied with an agile approach to change and benefits realisation leads to a less Big Bang and more assured delivery planning approach. Again, the process to achieve this is articulated in the final section of this book and the behaviours and personal structures in the middle section.




	6. The Ego




To formulate a big transformation of any sort you need to be a certain type of person. You will be brave and confident. How else would you be able to look at an organisation and say it needs to transform. If it’s not you, then somebody in the boiler room of the transformation will be the brave and confident driver of the change. If this boils over into egotistical behaviour, then the change becomes a pet project, and the brave confident one will make sure it gets driven through despite any considered resistance.




	7. Change Management




Often the forgotten child in the transformation game. Many people give it airtime but don’t plan it well. Early deliverables should give immediate benefit to build credibility. Often these deliverables are low-hanging fruit and are relatively easy to deliver. If they don’t stick, a cloud starts to build over the programme. People will start to disassociate and therefore exacerbate the problem. Over-focus on this element and resource it/cost it well in the beginning. If it’s an afterthought, then failure beckons.




	8. The First Steps




First steps should be baby steps. Many large transformations give themselves a name which is treated like a brand. This is then given a big launch with lots of promises communicated to all who can see. Later chapters cover these thoughts in more detail but in short, programmes born this way are simply being set up to fail. Small quiet steps proving solutions and benefits on the journey are a more likely route to success.




	9. Too Important to Fail




Once the transformation has the CEO’s support, the board’s sign-off, the massive investment is agreed upon, and the new name is launched with fanfare then we have achieved TIF status: Too Important to Fail. Not only has the programme leader promised a fast-track transformation with major benefits but so has the CEO. The CFO has run the numbers, and they make sense as calculations. It’s what the CEO wants, and they think they can deliver the benefits. CFO on board! Therefore, it must succeed. Together these two leaders will punt large swathes of the signed-off investment chasing the dream. At no point will they sit back and ask themselves if they are sure this is right. The bumps in the road will be ridden over at speed. The risk profile will increase. The reports to the board will be rose-tinted. Deliverables will be paraded around as demos. Staff and customer feedback to the demos will be excellent.

Behind the sneaker ware, Sellotape and string will be a void lacking in substance. Solutions quickly pulled together which can never operate at scale nor integrate properly into the technology and business operations. At some point, the veneer will crack but up to that point money will paper over those cracks.




	10. Too Late to Intervene




Then the CEO and CFO start to see the cracks. They start to wipe the snake oil from their eyes. They delve deeper into the risk profile. They invite a consultant in to review the programme. This is generally, the start of a one-way journey—the big write down. Focus starts to turn to survival. Is there a way to rescue this? Generally, not. Rotten foundations lead to an unstable structure. The transformation lead exits and the truth boils up from underneath. Middle managers show consultants risk profiles and quality reports questioning both solution design and benefits realisation. If the number is big enough, the CEO exits. I had a conversation with one ex-CEO of a listed company. He was very bruised as he believed the snake oil salesman, invested emotionally as well as funds in the transformation. The solution was great, and the demos were awesome. It worked in one location and sales improved as expected. The consultants said sorry, but it will never scale. The technology and processes cannot scale across the 1000 outlets he had in any economic way. It’s better to stay as you are. He wrote down the programme equating to c25% of profits in that year. He left shortly after.




Turning to the leadership approach, my hypothesis and experience are based on the fact that the environment is changing rapidly and dramatically. People are changing too. Both seem to be at an accelerating pace, perhaps exponentially. Our approach to leadership has generally been static and does not openly consider some of the emerging and evolving issues.

Most leadership models and practises have been built on history and learned experience. The problem is that our world has evolved massively in recent times, yet we seem to still be basing our approach on the past. The biggest change is in relation to diversity. We seek this for good reason, and we have actively pushed some aspects in the corporate workplace. Outside of this, we are recipients of a seismic shift in divergence within several areas. If we try to implement current leadership approaches and models onto diverse populations within a diverging environment, we are simply trying to put a straitjacket on a blossoming modern approach.


Chapter Summary
 Why do Transformation and Big Programmes Fail

Key Points


	The adoption of traditional leadership practises does not set us up to succeed when we try to deliver large change.


	Using the same generic change and transformation processes or small variations away from them will lead to failure.


	The way we set up and agree the transformation is critical.


	It is very easy to back senior leaders into a corner on transformation—leading to a programme that is too big or too important to fail.


	Blundering forward with big deliverables over multi-year timeframes will lead to failure.


	Promising certain dates somewhere out in the future and before you have a team on board is an often-trod path to fail.




Charlie says, “75% of programmes and transformations fail—the definition of madness is doing the same thing over again and expecting a different outcome we need to do something different here.”
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