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        I dedicate this book to all leaders

        seeking to drive positive change in their organisation.

      

      

    

  


  
    
      
        
          
          

          
            Why I wrote this book

          

        

      

    

    
      When I returned to Australia following a period of living in France, I was surprised by the emergence of change management roles, and particularly short-term ones. What were they doing and how could they drive deep change in processes, attitudes and culture if they were only present for a few months?

      

      I’d been a dedicated change manager myself, supporting the rollout of a global Customer Relationship Management (CRM) system impacting on sales and customer service staff.  I’d learnt a great deal about the challenges of getting people to work differently through the CRM project and was keen to learn from the experiences of others in supporting deep change in organisations.

      Why change?

      Organisations are driven to change the way they work for many reasons: changing technology, changing customer preferences, new competitors within a global marketplace and changing government regulations. Indeed, organisations need to get better at changing if they are to survive: the average age of a company listed on the S&P 500 has fallen from almost 60 years in the 1950s to less than 20 years. (You can read more about changing survivability rates at www.ft.lk/columns - article 4-653904)

      

      I decided to research and write a book sharing stories from a range of change management programs as I was interested in learning more across areas including:

      
        	Types of initiatives or programs people had been asked to support.

        	What activities had change leaders done.

        	What they had learnt from the project – both the successful and unsuccessful bits.

        	What insights could they share with managers about to lead similar change programs in their organisation.

      

      I also wanted to explore what were the characteristics of the best change managers, and specifically those who had only a short time to have an effect.

      Who is the book for?

      I originally thought that I was writing this book for other change management practitioners like myself. However, my editor pointed out that the learning was of value to any manager who needed to lead significant change in their organisation. So this is the manager to whom I speak throughout the book.

      

      I’ve always loved stories. Those in this book are varied, sometimes surprising and always useful. They provide context and learning in a memorable way.

      

      Like many before me I have used the metaphor of the journey to describe a change project. I think it’s useful as most change projects have a clearly defined starting and end point.

      

      This book explores:

      
        	What is change management?

        	What do change managers do?

        	What makes them successful at what they do?

      

      

      This is how I’ve organised the book.

      
        
        PACKING FOR THE JOURNEY

        

        A background briefing on what change management is, what change managers do and an overview of what happens on successful and unsuccessful journeys.

        

        THE JOURNEY

        

        The stories that were shared with me sorted by objective. This wasn’t that easy as many change projects had multiple objectives such as changing culture as well as introducing new systems.

        

        AT END OF JOURNEY

        

        An exploration of the journey’s end (well obviously) and what was learnt along the way. It explores how to measure the effectiveness of the journey, the characteristic of the best change managers and teams.

        

        RESOURCES PACKED

        

        A review of the resources we took with us on the journey, like our tools and templates, and provides a dictionary for the all the ‘changey’ language.

        

      

    

  


  
    
      
        
          
          

          
            How I wrote the book

          

        

      

    

    
      To document the learning from successful and unsuccessful change projects, I reached out to 24 people with expertise in change management. They were from seven nationalities, fourteen were female and ten were men. They were change practitioners, project managers, general managers, scrum masters and human resources managers.

      

      This book shares their experience in driving change in organisations and captures what they learned. Their anecdotes and reflections are wonderful, interesting, sometimes funny and always useful. I’m very aware that my own experience as a change manager has framed the way that I’ve shared their stories. Collectively the contributors have worked on a diversity of change projects across industries including banking and financial services, energy, mining, manufacturing, telecommunications, hospitality, health, higher education, consulting, legal, state and local government, and non-government organisations.

      

      Some change programs came from state or country-based organisations, others came from organisations operating across a region such as Asia Pacific, and others occurred within a global organisation.

      

      Many of the people I spoke with had international experience in change management in global organisations – adding multiple cultural complexities.

      

      I kicked off the interviews with:

      

      
        	How do you define change management?

        	What type of change programs have you been involved with?

        	Tell me about what you learnt from the successful ones. What were your measures? Can you share a story?

        	When change went off the rails: How? Can you share a short story? What were the early warning signs? If you had to do it again, what would you do differently?

        	What are the characteristics of the most effective change practitioners?

      

      

      While there were common themes/responses which I highlight at the beginning of each chapter, there were also differences. I think the differences are interesting. For example, do practitioners really manage change or simply help people to better accept the change?

      

      I’ve characterised the stories by themes: mergers and acquisitions; new models and processes; building skills; driving cultural change etc. This was hard as many of the stories touched across all areas. There was richness in every story and universal lessons for all managers leading an organisation through a change process.

      

      When I started interviewing, I initially explained that I was just interested in the stories and not the tools and templates that they used. However, because of the frequency of comments, not only about tools and templates but also about processes including favourite questions, I’ve added a chapter describing these.

      

      The importance of discussing terminology and the language that we use also became apparent. I’ve included a section called ‘Language of Change’ to help those not familiar with change management and project management jargon.

      

      There was common agreement about what makes a successful change project and practitioner. The list of characteristics, processes and competencies is long.

      

      It was useful obtaining insights into when change managers were used and when they weren’t, and the impact of not using a change manager.

      

      I loved writing this book. I learned so much from every conversation. My thanks to those listed in the acknowledgments. For reasons of confidentiality, I’ve not identified who told which story nor have I revealed the organisation from which the stories came. Instead I’ve mentioned the industry and given every interviewee a new first name.

    

  


  
    
      
        
          
          

          
            Big Picture: What did I learn?

          

        

      

    

    
      My goal in writing this book was to learn more about driving change in organisations. Having worked inside large organisations, I knew how challenging this could be. I wanted to learn what contributed to the successful projects and what were the early warning signs that the project was likely to go astray.

      

      I know that some of you will want to read a summary of insights before deciding if it’s worth your time to read further. There’s a lot of learning in the pages that follow, but I’ve condensed it to reveal the nuggets.

      

      The top ten things that a successful change management project and practitioner need:

      

      
        	Understanding of organisation environment

        	Capacity to absorb the project

        	Active support of sponsors and opinion leaders

        	User involvement in design of new systems and processes

        	Sufficient role and process mapping

        	Detailed stakeholder analyses undertaken

        	Communication and engagement (lots of it and targeted)

        	Working closely with other groups including HR, IT and process engineering

        	Skills development and coaching of leaders

        	Managing within a governance structure.

      

      

      Projects go astray because of the opposite conditions to those described above. In addition, the project could be focused on fixing the ‘wrong problem’. Through the stories shared I learnt more about influences related to organisational history and culture, country culture and political environment, which in themselves could consume many pages.

      

      Effective change agents need many skills, as you’ll see by the length of Chapter 19, ‘Characteristics of the best change managers’. I worry that a summary disguises the depth of these competencies but will again provide a top ten.

      

      
        	Relationship development, empathy, compassion and resilience

        	Gravitas – credible, self-aware, professional and confident

        	Perspective and insights – sees the big picture, is curious and comfortable with ambiguity

        	Attitude – has a learning mindset, is innovative and admits mistakes

        	Methodology – broad knowledge of frameworks, tools and processes, and which to apply

        	Project management – across resourcing, risks and time management

        	Understanding data – requirements, testing, traceability and measurement

        	Understanding businesses and disciplines – has broad organisational experience

        	Communication, coaching and skills development

        	Politically aware.

      

      

      Many people ask what a change manager does. It was this question and the desire to learn more about change management which drove me to write this book. Broadly speaking, a change management role is concerned with the people impact of change (and sometimes processes) as the organisation moves from the old to the new arrangement. Again, I’ve distilled the learning into a list of top ten.

      

      
        	Conduct stakeholder analysis and readiness assessment

        	Develop plans and metrics

        	Run project management office

        	Map business processes and roles

        	Have conversations with stakeholders and sponsors

        	Build leadership skills; conduct coaching

        	Run assessments and facilitate workshops

        	Collect and analyse data

        	Design learning processes and communication collateral

        	Track progress and elevate issues influencing success

      

      

      So that’s the big picture, uncomfortably squeezed into a few bullet points. The richness in the detail of the stories is lost in the high-level findings; however, we’ll continue as I explain how the stories are organised.
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            PACKING FOR THE JOURNEY

          

        

      

    

    
      Like many before me, I have used the metaphor of a journey to a far-off and difficult-to-reach place, as a way of framing the conversation around driving change in an organisation.

      

      The book is divided into four parts.

      

      In the first part, Packing for the Journey, I explore what change management is and what change managers do, outline the characteristics of the most successful change projects, and provide insights into what is happening when change programs begin to go astray.

      

      The second part, The Journey – Change Stories, is where the bulk of the change management stories are shared. We consider mergers and acquisitions; driving cultural change; ensuring compliance with new regulations; introducing new systems and operating models; and office relocations. There are also stories of cultural change.

      

      The third part, At The End of the Journey, considers what has been achieved and what has been learned. It considers what happens when the change manager leaves, the measures of change effectiveness, what makes the best change leaders and best change teams

      

      Resources Packed is the final part of the journey/book providing information on the tools and resources that are essential for the journey, as well as explaining the language and jargon of the profession.
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            Change management: What is it?

          

        

      

    

    
      
        
        There is nothing more difficult 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 Machavelli, The Prince, 1532)

      

        

      
        Change management is not ‘fluffy stuff’. (Therese)

      

      

      I can’t start a book about change management without defining what it is. This was of course the first question I posed in my change conversations. I appreciated the different lenses through which change management was understood. Some responses were procedural. Some behavioural. Many were business-outcome focused. You probably have one of your own. Each definition provided an interesting and useful perspective.

      

      Let’s explore these perspectives.

      Technical and people sides of change

      Many change programs are driven by technology, or the new systems are a part of a broader business process and systems change. These types of changes impact on the way work is done; when jobs change, the people effect must be considered. People want to understand why a new system is being introduced, what are the benefits and more importantly, how it will affect them on a day-to-day basis.

      
        
        It's really about managing the people in the change. It's not just the people impacted by it directly: it's the project team as well as change management extending for the team. But it's just about managing the expectations, making sure people understand what the change is, why it's happening, what it means to them and what they need to do.     Lionel

        

      

      Achieving user adoption

      Anyone who has ever introduced a new system will tell you that just because a system has been installed, it does not mean it will be used, or used in the intended way. Users can avoid it or enter the barest minimum of data. This is why addressing the behavioural and skills development side of the change is important.

      
        
        You can introduce the best system, process, operating model – whatever that may be – at the end of the day, if people don’t adapt and utilise, then you only have half the pie.     Carrie

        

      

      

      Neil observed that it’s more helpful to explain change management framed as user adoption.

      
        
        When you’re defining change management, I talk about user adoption. You can talk about psychology, but at the end of the day it comes down to individuals, or groups of individuals seeing the need for change or being comfortable enough and confident to make the change.

        

      

      Ingrid echoed this concept.

      
        
        For me, change management is about helping a business adopt new ways of working, whatever that would be. And for me, it's about accelerating the rate of adoption. I'm one of those people who absolutely believes that there will be a dip in productivity, which is absolutely fine. And my job is to try to help minimise that dip. The quality of the job I do is the difference between how fast we get people moving and working in that new way.

        

      

      Change in the status quo

      Tomes have been written about politics, power and status in large organisations – not surprising as it’s an important influencer. Changes to organisational structure, decision-making processes and even how the office is set up, all influence power and status. Stakeholder analyses undertaken at the beginning of the project need to identify all people affected by the changes and how they are impacted, both materially and status wise. Some of these changes may not be immediately obvious to a new arrival in the organisation.

      Taking people from a current to future state

      The metaphor of the journey describes movement from a current location to a new location. It has a sense of completely leaving behind the old location and way of working, to arriving at a new destination and new way of working. It’s similar in concept to the Start and Finish concept on a project. The limitation of this model is that the new way of working may not be completely embedded by the finish date. Indeed, I was told stories of people refusing to use new systems and of slowly slipping back into the old way of working once the project had ended. This learning highlights a limitation of considering a change management project as a one-off process, although some practitioners viewed it this way. That’s OK because being comfortable with complexity and opposing opinions is what we do as change managers.

      
        
        I understand change management to be potentially a one-off process, with a definitive start and finish within a controlled environment to deliver a set of specific outcomes and benefits to the end user.     Damien

        

      

      
        
        It’s moving people from a current state to the future state with as little disruption to the business and to the individuals impacted as possible. So things like, What are we doing now? How are we going to work in the future? What are we going to do to our processes and structure change?     Neville

        

      

      
        
        It’s not just about moving them from point A to point B. It’s how they stay there and don’t slip back to their previous way of working.     Kyle

        

      

      Process supported by frameworks and tools

      There are many methodologies, frameworks and tools developed by organisations such as Prosci and Mckinsey, (to name a few of many) to support the change process. These tools guide the data collection analysis and planning processes; many people understand the change journey through the language of these tools. You’ll hear references to…

      
        
        systems, structures, strategy and culture that require divisions, groups, teams, and importantly individuals to adopt different mindsets and different behaviours in order to achieve a desired objective.     Fiona

        

      

      
        
        Change management uses tools and templates to manage the people side of change.     Lyn

        

      

      
        
        A very structured approach, and there's a set of frameworks and tools in transitioning people from A to B. It's really about how they structure the problem. The structuring of the problem could be really understanding and diagnosing what the change is going to be and why they’re doing it, through to what innovations are going to take place to help people transition through it.     Wayne

        

      

      Language of change

      While the discipline of change management has its own language, change activities often occur in businesses not using this language. Neil shared an example.

      
        
        When it comes to international development (in Asia), we don’t necessarily call it change management. But change management is a part of everything that we were doing. Essentially, we were going into a new environment and introducing new educational systems and developing new skills.

        

      

      

      I’ve described different terms used in change management in a later section, ‘Language of Change’.

      Partnership process

      Having a partnership approach to change management describes core values around how the project will be managed, as well as process design considerations.

      
        
        My focus for change management is on partnership and most people do this badly. I’m talking about the sponsor within the business – someone who is helping to drive the change through their team. I can’t do it all on my own.     Lyn

        

      

      Building capability

      The expression building capability is frequently used when talking about change management. It simply means being able to do something. If an organisation can’t do something as well as they would like, it’s called a capability gap. (There’s a nice description of the term capability building at www.brandlearning.com)

      

      Here are insights on why capability building is such a core part of what change managers do.

      
        
        I very much subscribe to a business-led model of change. This means that the business owns the change and that as change managers, we are there to help support and build change leadership and change management capability within the organisation. This is important because in times of change, people in organisations want to hear from their leaders. Leaders are best placed to help their team members contextualise the change and help people to understand what the change means for their day-to-day role. It is their responsibility to manage the emotional responses to change and they very much set the tone through their behaviours and actions. This is key. It’s important that leaders have the skill, mindset and attitude to effectively lead themselves and others through change. In my experience leaders need support in becoming effective change leaders.     Leanne

        

      

      
        
        It’s a little bit different to project management or other disciplines. I think we’re open to understanding what’s worked in different environments but every situation is slightly different so has to be tweaked. There are fundamentals that never change. I’m talking about organisational change management and I talk more about the support and capability uplift for people. We ensure targeted support and enablement for people but we also have to help them to develop and understand their own capability in a changing work world.     Therese

        

      

      Getting people comfortable with uncertainty

      Change often brings uncertainty. While employees will have an interest in knowing how the change affects the organisation, their first concern will be around how they are personally affected.

      
        
        I don’t believe that you can actually manage change. What you can do is prepare people for the change and to be enthusiastic about it. I think

        

      

      Leadership, culture and stepping into someone else’s shoes

      
      
        
        
        

      

      
        
        
        

      

      Directional versus crisis-driven change

      
      
        
        
        

      

      Scope of change management programs
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