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SKILL DEFINITION 

Challenges the status quo and champions new initiatives.  Changes course of action 
with new information.  Acts as a catalyst of change and handles multiple agendas 
easily.  Can use both convergent and divergent analysis to envision the direction that 
the industry and competition are moving and put in place long term plans and unit 
capabilities to position the organization for future success.  Knows how to evaluate 
external threats and capabilities, internal strengths and weaknesses, and logically 
establishes a path forward that is consistent with both vision and reality. 

PRACTICE ACTIVITIES 

      We recommend that you scan through this list and choose as many 
activities to support your skill development that you can honestly 
adapt to your situation and commit to try.  This may be all, or one. 

1. A leader needs to make change personal because it's personal to the people who 
are being asked to change.  It's vital to address the broader elements needed to 
achieve success, including: 

• What are the reasons behind our proposed change? 
• What are our goals? 

• Who does the change affect? 
• What are the likely repercussions of change throughout the organization? 

• How will we all benefit from change? 
2. Your goal during change is to reduce ambiguity and uncertainty.  Share truthful 

information -- in a complete and timely manner to diminish the hurtful effects of 
the grapevine. 

3. Where major change is involved, there is often an information vacuum, and this 
leads to uncertainty and anxiety in your organization.  You need to anticipate 
this response and prepare for it with an open, deliberate communications 
strategy. 

• Communicate as early as possible – within a broader context than just the 
nuts and bolts of the change initiative. 

• Explain the underlying causes so that employees understand the importance 
of aligning their new behaviors with the needs of the customer. 
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• Focus on quality, not quantity.  Your message has to be clear, concerned, 
consistent and connect with their hearts as well as their minds. 

• It's the broad overview that will do the job.  When leaders share too much 
detailed information that may be important to them but irrelevant to 
employees, the end result is confusing and unconvincing. 

4. Plan with your group or team for a shared visioning that will encompass all of 
your current organizational initiatives and the reality of your current work.  Start 
with the desired outcome; allow the wisdom of the group to develop the 
approach. (See "Aligning Vision, Mission, and Goals" unit.) 

5. When you tell someone of a change of plans that will affect them, notice if you 
listen to their worries and emotional responses as well as any logistical concerns 
they might have. 

6. Ask a mentor to look over your shoulder and offer suggestions as you try out a 
new area of strategic analysis and decision-making. 

7. In your relationship with your peers and direct reports, notice if you habitually 
validate their areas of competence, and check in on what's new and/or different 
in their perspective on the work.  Do you have a good "feedback loop" 
established for understanding what's current on all projects? 

8. Explain your strategy for business success to your supervisors at least twice each 
year.  Make sure that they realize this is an opportunity for them to add to the 
strategy planning and that you are anxious to get their feedback.  Carefully 
review their thoughts and include what is most important in your planning.  
Then, review the recalibration of the strategy with them so that they can share it 
with the rest of the business unit. 

9. Avoid solving the immediate problem only.  Look for root causes of any 
problem and solve that issue.  Get another's point of view so that you are not so 
quickly locked into a single perspective or mental model of the problem or issue.  
This other manager should be someone with different functional experience or a 
different management style to make sure a broader perspective is contributed. 

10. Draw a picture to represent your organization.  This picture might serve as a 
metaphor to illustrate your organization's current state.  Consider asking all of 
your direct reports to do the same, and then have a "show and tell" of what 
everyone feels are actually happening in your changing business scene. 

11. Periodically assess your group's contribution to achieving corporate goals.  
Work as a team to imagine new initiatives you can undertake to strengthen the 
company's position in the industry. 

12. For every decision, try to generate a list of alternatives or options.  If you can't 
think of any, then check in with colleagues and direct reports.  It may help you 
to see more than one possibility if you keep all stakeholders in mind; make sure 
that facilitation of your discussion includes every team member's contribution. 
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13. Consider the following formula for balancing a change against its cost to the 
organization:  C=DxSxP >X 
 C = Change 
 D = Dissatisfaction with the status quo 
 S = An identifiable, articulated end state 
 P = Practical Plan for achieving the desired end state 
 X = Cost of change to the organization and employees 

14. After you have practiced developing and using contingency plans, think through 
these questions.  Is it possible to develop too many contingency plans?  What 
are the advantages and disadvantages of contingency plans? 

15. Hold a "feedback session on adjusting to surprises" and request data from 
members as to when you have been using a leadership style that doesn't adjust 
well, perhaps focusing too much on task, or too much on people.  Do the same 
thing with your supervisor.  Compare the data from the two sessions and make 
notes on where they are similar or different.  Attempt to identify patterns and 
where you need to focus in order to bring a more flexible style to key 
management practices.  (i.e., if you are generally seen as more inappropriately 
task-focused when interacting with groups, perhaps the key is to look at why this 
occurs.  Are you nervous?  Is it because you feel you will be misunderstood?) 
Make a list of what you could gain by using a different style in the same 
situation. 

16. Make a list of all situations where you have been surprised in the last six 
months.  Analyze your behavior. 

17. Attempt to use a style that is not your preference in as many situations as 
possible.  Practice at home, in one-by-one's, and in small groups. 

18. A University of Michigan study showed that when functional managers are 
presented with business problems to solve, there is a .76 correlation between the 
type of solution they propose and their functional expertise.  Learn to broaden 
your functional experience through training or job rotation so that you are able 
to think out of your box.  Out-of-box thinking is a hallmark of thinking 
strategically and managing change successfully. 

19. Practice the following guidelines for leading change: 

• When people resist change, it is not because they are bad, wrong, or stupid.  
They have different information and different vested interests from you. 

• Treat resistance to change as information.  Learn from it and then use the 
information to deal with the resistance. 

• Leading change means taking risks.  Whatever you do will make some 
people uncomfortable. 
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• Whatever seems new today will be old and familiar tomorrow.  Every 
brilliant solution eventually becomes a problem.  Next year you will wonder 
what all the fuss was about. 

• And remember, you can't change the organization without changing yourself 
first. 

20. It's important to acknowledge that the way every individual "holds" change 
mentally can support working with it positively or not.  Consider the following: 

• Because our brains decide five times every second whether something is 
a threat or a reward, we need to use a positive approach to change. 

• Rather than discussing "A change management project," work on 
discussing how we can be involved in "Making change happen." This 
gives us a greater sense of control, and the brain accepts the change more 
easily. 

TRAINING PROGRAMS 

1. "The Mastery of Change: Thriving in Uncertain Times." Barnes & Conti, 
Berkeley, CA, (510) 644-0911.  www.barnesconti.com 
A two-day workshop focusing on the impact of change on an organization, how to reduce 
resistance to change, how to hasten the acceptance of change, and how to accelerate the 
implementation of a large-scale change effort. 

2. "NewThink Programs." The deBono Group LLC, (888) 572-2190. 
www.debonogroup.com.  

3. "Make Change Work For You," "Accepting Change,"  "Embracing New Ideas,"  
"The New Business of Paradigms,"  The Corporate Training Shop,  
  888-894-8624,  www.corporatetrainingshop.com.  

4. "Action Trumps Everything." Innovation Associates, (508) 435-7999. 
http://actiontrumpseverything.com 

5. "Managing Chaos: Tools to Set Priorities and Make Decisions Under Pressure." 
American Management Association, (800) 262-9699.  www.amanet.org 

6. "Supporting Change." Vital Learnings, (800) 243-5858. 
www.vital-learning.com/group.cfm?g=304 
This program equips leaders with the tools to understand and interpret change in order to more 
successfully manage their teams through it.  By working to support change while addressing the 
team's comfort level with it, leaders can more effectively facilitate acceptance of new ways of 
doing things. 

7. "Strategic and Management Programs." Arresty Institute of Executive 
Education, The Wharton School, (800) 255-3932. 
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http://executiveeducation.wharton.upenn.edu/open-enrollment/strategy-
management-programs 

8. Executive education programs are offered periodically at Stanford, UC 
Berkeley, and other Bay Area schools.  These provide general business 
education in strategy, management, and financial skills. 

9. Ask your training and development department for internal programs or for 
additional outside resources. 

PERSONAL DEVELOPMENT 

1. Consider a decision you need to make outside of work.  Try to use analysis, 
rather than emotion, to arrive at a decision. 

2. Write down 10 concerns about change.  Practice expressing them in a way, 
which is both authentic, and not negative.  Write them as ownership statements.  
Examples of ownership statements would be such things as; "I am concerned 
that…" or "I am hopeful that…" 

3. Read the Wall Street Journal and other business publications.  How do other 
companies build and implement strategies for change?  Can you see clear 
connections between those apparent strategies and the models that you have 
encountered in your learning and development or the strategy to which your 
organization is currently committed?  For example, does a company's pattern of 
acquisitions suggest that it is following any of the most current generic 
strategies? 

4. Recognize when you give yourself the message, "I cannot handle this," or "I am 
incompetent," your organization may be entering a period of chaos.  Make a list 
of your "internal reference points."  An example of an "internal reference point" 
would be one's relationship to your spiritual life, or to your sense of your own 
identity. 

5. See if you can make a list of changes you would personally NOT like to make. 

6. Serve on a board or a strategic planning committee for a volunteer activity or a 
non-profit organization that is experiencing change.  The exposure to other 
views and others' struggles with change frequently broadens our own ability. 

7. Get feedback from family and friends on how they see you handling small 
changes. 
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SUGGESTED READING 

    

      This bibliography includes classics on this leadership competency, as 
well as newer material.  We recommend that you scan the list and 
choose the one or two books or articles that can really get you started 
on becoming an authority on this subject.  Even if unable to read just 
a few, even scanning the material should support your strengthening 
this skill.   

1. Amabile, Aeresa, and Kramer, Stephen, The Progress Principle, Using Small 
Wins to Ignite Joy, Engagement, and Creativity at Work, Harvard Business 
School Press, 2011. 
These authors say that real change happens just one step at a time taken regularly. 

2. Bolman, Lee G. and Terrence E. Deal, Reframing Organizations: Artistry, 
Choice and Leadership. San Francisco: Jossey-Bass, 2008 (4th ed.). 

3. Bonabbeau, Eric, "Predicting the Unpredictable." Harvard Business Review, 
March, 2002. 

4. Burnes, Bernard, Managing Change, seventh edition, Pearson Education 
Limited, United Kingdom, 2019.  
Twenty-five years since this was first published.  It now incorporate the important recent history 
of organizational behavior with a change lens.  Comprehensive and up-to-date on complexities 
and contradictions of change.  

5. Bridges, William, Managing Transitions, Making the Most of Change, Da Capo 
Lifelong Books, 2009 (3rd ed.). 
The business world is a place of constant change, with stories of corporate mergers, layoffs, 
bankruptcy, and restructuring hitting the news every day. Yet as veteran consultant William 
Bridges maintains, the situational changes are not as difficult for companies to make as the 
psychological transitions. 

6. Connor, Daryl, Managing at the Speed of Change: How Resilient Managers 
Succeed and Prosper Where Others Fail, Random House, 2006 (Kindle Edition). 

7. Deutschman, Alan, Change or Die. Harper Paperbacks, 2007. 
8. Gerber, Peter R., Turbulent Change: Every Working Person's Survival Guide, 

Davies-Black, Palo Alto, CA 2006. 
Using examples and stories, exercises, questionnaires, and worksheets, Garber provides the 
hands-on tools, practical strategies, and revealing insights needed to develop an action plan for 
seizing the opportunities change creates. He shows how to detect and identify the twelve early 
warning signs that organizational change is stirring and offers helpful advice on how to 
successfully traverse each stage of the change process. 

9. Grenny, Joseph, Patterson, Kerry, et al., Influencer:  The New Science of 
Leading Change, McGraw-Hill, 2013.  
The best selling authors of Crucial Conversations, spell out a specific formula for working with 
resistance during change.   
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10. Goldsmith, Marshall, What Got You Here, Won't Get You There, Hyperion 
Books, New York, 2007. 
Goldman supports managing change by looking at the key damaging behaviors that generally get 
in the way of leadership. 

11. Harvard Business Review, HBR's 10 Must Reads on Change. HBR, 2010. 
www.hbr.org 

12. Heath, Chip, & Heath, Dan, Switch: How to Change Things When Change is 
Hard. Crown Business, 2010. 

13. Holman, Peg and Tom Devane, The Change Handbook. Berrett-Koehler 
Publishers, 2007 (2nd ed.). 
A one-step guide to 18 proven change strategies for tapping human potential in organizations 
and communities, including the ICA's Participatory Strategic Planning process. 

14. Kahan, Seth, Getting Change Right: How Leaders Transform Organizations 
from Inside Out. Jossey-Bass, 2010. 

15. Kegan, Robert, & Lahey, Lisa, "The Real Reason People Won't Change." 
Harvard Business Review, Nov. 2001. 
Resistance to change does not reflect opposition, nor is it merely a result of inertia. Instead, even 
as they hold a sincere commitment to change, many people are unwittingly applying productive 
energy toward a hidden competing commitment. The resulting dynamic equilibrium stalls the 
effort in what looks like resistance but is in fact a kind of personal immunity to change. This 
excellent article can lead you through a process of uncovering that "competing commitment." 

16. Kirkpatrick, Donald L., PhD, Managing Change Effectively: Approaches, 
Methods, and Case Examples. Butterworth-Heinemann, 2001. 
Combines philosophical insights with practical applications to help managers effectively 
incorporate change with the least disruption. Also details specific approaches and methods for 
making change decisions and getting changes accepted. 

17. Kotter, John, "Leading Change: Why Transformation Efforts Fail." Harvard 
Business Review, Jan. 2007. 

18. Kotter, John P., ed. "HBR 10 Must Reads on Change Management," Harvard 
Business School Publishing, 2011. 

19. Kotter, John, Leading Change,  Harvard Business School Publishers, 2012.   
Kotter is a leading expert on change.  In this book he revealed why change is so hard, and 
provided an actionable, eight-step process for implementing successful transformations. The 
book became the change bible for managers worldwide.  

20. Matejka, Ken, and Murphy, Al, Making Change Happen On Time, On Target, 
On Budget, Davies-Black, Palo Alto, CA, 2005.  
Confronting head-on the prevailing notion that one size fits all, Matejka and Murphy show 
clearly how each type of change initiative—from continuous improvement to strategic 
redirection—requires its own style of leadership, a unique communication plan, different levels 
of staff involvement, and any number of other implementation strategies to overcome roadblocks 
and ensure successful completion. With best practices from successful change leaders and 
dozens of Action Tools—including a Tracking Map that summarizes the book's key learnings 
and a Tracking Planner to reuse for each change launched—this power-packed toolkit digs deep 
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into the details of the authors' six-step change process to show how every leader, manager, and 
positive change agent can make the right change at the right time with the right leadership. 

21. Senge, Peter, Scharmer, C. Otto, Jaworski, Joseph, Flowers, Betty Sue, 
Presence: Human Purpose and the Field of the Future. Crown Business, 2008. 
Gives the reader an intimate look at the development of a new theory about change and learning. 
The theory is the result of a deep study of 150 leaders in an effort to study how profound 
collective change occurs. 

22. Sirkin, H., Keenan, P., & Jackson, A., "The Hard Side of Change Management." 
Harvard Business Review, Oct. 2005. 

23. Vaill, Peter, Managing as a Performing Art, Jossey-Bass, San Francisco, 1991. 
This is a classic on the art of managing change. Vaill's analogy of change as "permanent 
white water," has become cultural jargon among professionals. 

OTHER RESOURCES 

WEBSITES 
1. www.cqm.org 

The address to access the on-line journal of the Center for Quality Management.  A non-profit 
group founded as a forum by executives to address change and quality management issues. 

2. www.kotterinternational.com 
Access Kotter's 8 Steps to Change in 2015.  Has an e-book, statistics, and assessment tools. 

3. http://hbsp.harvard.edu 
The online address from which to purchase publications and other learning materials on change 
management from the Harvard Business School Press. 

4. http://academic.hbsp.harvard.edu 
The address to subscribe to the Harvard Business School Press' newsletter. 

5. http://humanresources.about.com/od/changemanagement/a/change_wisdom.htm 
15 articles in change Management and organizational development. 
 

BUSINESS CASES 
1. Jeanne Lewis at Staples, Inc. Hill, Linda A. and Kristin C. Doughty. Boston, 

MA: Harvard Business School Publishing Division, 1998; (#499041) 
www.hbsp.harvard.edu/hbsp 
Looks at the challenges of a middle manager who must use an evolutionary approach to 
managing change.  Also looks at her need to manage multiple relationships including that of her 
predecessor with whom she must work alongside during a transitional period. 
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VIDEO INSIGHTS 
      These clips vary in length and how they will support your skill 

building.  We recommend trying them all at least once. 

1. "Tribes We Lead" TED Talk by Seth Godin. 
www.ted.com/talks/lang/eng/seth_godin_on_the_tribes_we_lead.html 
Godin urges us to leverage on the shared ideas and values of tribes to lead and change. 

2. "Overcoming Resistance to Change – Isn't it Obvious?" LearningTOC. 
www.youtube.com/watch?v=hcz1aZ60k7w&NR=1 

3. "Change Management Explained Visually." LeadingITSpecialist. 
www.youtube.com/watch?v=kY_btPIwu88&feature=related 

4. "Managing Change: Not all are Good at It." 
www.youtube.com/watch?v=_PfyzLEjfN8&feature 

5. "Change Management: 30 Second Management Training." 
www.youtube.com/watch?v=fpuHUiy_xog&feature 

6. "Secret of Change Management:  A Keynote Speech" 
https://www.youtube.com/watch?v=_kZl15houUc&index=2&list=PLvt690l5PH
xUzREu9ZNmKRokN6N41wn82 

7. "Change Management:  30 Second Management Training Course," 
https://www.youtube.com/watch?v=fpuHUiy_xog&index=3&list=PLvt690l5PH
xUzREu9ZNmKRokN6N41wn82 

8. "What is Change Management?" 
https://www.youtube.com/watch?feature=player_detailpage&v=__IlYNMdV9E 

9. "Overcoming Resistance to Change:  Isn't It Obvious?" 
https://www.youtube.com/watch?feature=player_detailpage&v=hcz1aZ60k7w 

10.  "Who Moved My Cheese? The Movie by Dr. Spencer Johnson," 
 https://www.youtube.com/watch?v=91YxXk3fmw8 

11.  "Who Moved My Cheese? Full Movie," 
 https://www.youtube.com/watch?v=16hxCB1Dvd4 

12. "Who Moved My Cheese Summary and Synopsis Video," 
 https://www.youtube.com/watch?v=1atNpDg0dx4 

13.  "Change is Good ----- You Go First," 
https://www.youtube.com/watch?feature=player_detailpage&v=jwxrsngEJDw 

14.  "Organizational Change- by Woody Allen," 
https://www.youtube.com/watch?feature=player_detailpage&v=Dg8KNE_NVJ
M 

15. "Leading Organizational Change," 
 https://www.youtube.com/watch?feature=player_detailpage&v=d2jKbacDf90 
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16. "John Kotter's Leading Bold Change (Our Iceberg is Melting)," 
https://www.youtube.com/watch?v=ijCuvSejKD0 

MEDIA AND DVDS 
1. "Discovering the Future: The Power of Vision." Barker, Joel. 

http://www.starthrower.com/p-328-the-power-of-vision.aspx 
2. "Change Combo Package." Peters, Tom. www.enterprisemedia.com 

3. "Getting Results in the Face of Rapid Change." Bruce Cryer. www.amazon.com 
4. "Managing Change." Harry Palmer. www.avatarbookstore.com 

5. "Finding the Up in Upheaval." Media Partners. www.media-partners.com 
6. "Managing People Through Change." The Richardson Company. 

www.rctm.com 
7. "Manager or Mouse." Enterprise Media. www.enterprisemedia.com 

IMMEDIATE TIPS FOR MANAGING CHANGE 

Seven common mistakes to avoid 

1. The reason for change should be defined as precisely as possible.  This is often 
not the case and may cause several serious side problems. 

2. Not having full commitment to the change.  Many times in the midst of change, 
there are so many unknowns, that people often jump to a conclusion just to 
eliminate the stress of not knowing.  Some projects are never completed because 
the people involved cannot tolerate the sense of ambiguity and lack of control. 

3. Responding to the symptoms rather than the real cause. 
4. Not being aware of invisible mechanisms and hidden influences that affect their 

behavior. 
5. Seeing the change as a one-time project, not as a process. 

Most owners think in terms of events, but change is a process.  It requires to be 
managed the same way you would manage your accounting. 

6. Deciding to undertake a change process without first assessing the cost of the 
change.  In some cases it may not be worth the effort. 

7. Not understanding the fact that most people will not change unless the pain of 
change is less than the pain they are already in. 
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"We must be the change we seek in the world." 
 Gandhi. 

 

"It's not the strongest species that survive, nor the most intelligent, but the 
most responsive to change." 
 Charles Darwin 

 

"We tend to meet any new situation by reorganizing, and a wonderful 
method it can be for creating the illusion of progress while producing 
inefficiency and demoralization." 
 Petronius  


