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CHANGING IT UP

INTRODUCTION
Foreword

Change is constant within IT, either coming from external events or our own actions making
waves. Change is so common in most IT environments that, on any given day, the position of
the systems, teams and Customers can be unrecognisable to the previous year (or month if the
rate is high enough).

“

Today, with the fourth industrial revolution “4IR”
causing the world of work to massively shift, that
Everything changes
rate of change is increasing too. Technologies
that only a few years ago seemed infantile
and nothing remains
still… You cannot step twice into are reaching adolescence and, in many cases
becoming ubiquitous. Big data, the Internet of
the same stream.”
Things, artificial intelligence, cloud computing,
Heraclitus c. 535 – c. 475 BCE
robotization and machine learning are here and
advancing daily. Couple these with increasingly
reliable, fast and mobile connectivity, universal social networking and consumers endlessly
driving for more, the opportunity – and the change we’re going to experience – is phenomenal.
It certainly is a fascinating and exciting time to be alive and be in business.
On the ‘ground’ within IT, we’re already witnessing change take hold. Let’s look at some
examples:
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››
››

››
››
››
››

In familiar service desk environments,
we’re already seeing artificial
intelligence able to handle chat and
voice requests.

The Fourth Industrial Revolution
According to the World Economic Forum’s
Founder and Executive Chairman, Professor
Klaus Schwab, the current changes mark
the onset of the fourth industrial revolution.
Schwab believes this will go deeper than the
previous three revolutions, “even challenging
ideas about what it is to be human” [1]. Others
predict the next 10 years will be a 1,000year decade: the technical advances of the
next 10 years will equal the previous 1,000
in their magnitude and impact.

In back-end technical operations
more and more companies are taking
advantage of cloud computing,
building cloud-native applications
that automatically scale and heal
based on increasingly intelligent
algorithms.

In teams, the ‘gig-economy’ of parttime, temporary and flexible working practices is becoming more common.

In our user communities we now expect that people can connect, with a decent speed,
from anywhere.
In teams, social and collaborative tools like Slack are replacing any need or validity for
email.
In software, increasingly sophisticated and automated pipelines mean that teams can
release thousands of individual updates each day.

No doubt, some people will say that “We’re used to change!” and “We’ll be fine!” or “We survived
… [choose your own event here]”, and they’re probably right, although ‘fine’ isn’t the ambition with
which this book is written.
If you agree that organisations who embrace and harness the technical advances on
offer will see rewards in spades, the need for active and effective change becomes
acute. Leaders need to learn how to make change happen within their organisations
and learn to support their teams when external changes hit. We predict that these
leaders will be in the highest demand in the short term, with change being a ‘default’
skill thereafter.
In the coming chapters, we’ll examine the common reasons change initiatives fail, learn about
the psychology and neuroscience of change, and conclude with frameworks and checklists that
you can use when making or responding to change. We hope you find the content informative
and useful.
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What is change anyway?
Before we go any further, it’s important to clarify what we mean by ‘change’ (or ‘business change’).
Can it only be called change when it’s a certain size? Does change need to impact people in
order to be considered a change? Is change something that happens after a mistake/incident?
Isn’t change something to do with the ITIL framework?
If you look up dictionary definitions, we don’t get that much clearer, either. From the Oxford and
Cambridge English dictionaries respectively, we learn that change is:
“An act or process through which something becomes different.”
“The act of becoming different, or the result of something becoming different.”
For the purposes of this book we will be looking at change in a business context, and specifically
where that change causes a shift in how people work. That is, once the change has been
completed, our people will be organised and working in a different, hopefully more effective way.
Simply then, our definition is that “Change is something that causes a shift in how people work.”

Where does change come from?
Change originates either from a conscious shift in the way that people work (intentional) or from
an unintentional shift in the way that people work (situational). Here are some examples of each
type of change:

Intentional Change
An active process taking an organisation from where it is now to a new, hopefully better,
destination. For example:

››
››
››
››
››
››

Adopting a framework, like Scrum, ITIL or Kepner-Tregoe
Realigning responsibilities between functions
Updating how candidates are sourced and hired
Adjusting the flow of work through an organisation
Altering how Customers interact with an organisation
Merging businesses and functions within businesses
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Situational Change
An external event or events meaning an organisation must adapt, or flex, based on those
pressures. For example:

››
››
››
››
››
››

A vendor/app update making existing procedures redundant
An internal team alters its operating procedures
A new leader/CEO with different expectations to their predecessor
A specific Customer’s demand
A competitive offering
A change in law or regulation

6

CHANGING IT UP

1
Why change fails

There are many reasons why individual changes fail within teams and organisations, and in this
chapter, we’ll look at some of the most common, preventable causes. Unavoidable causes, for
example a lack or loss of funding or discovery that a change strategically or legislatively viable
are not covered. “Here are 3 of the most common.”

1. Issues with Vision

“

Lacking a specific vision or purpose
If we’re not clear on what outcome we want
before beginning something, how can we know
Even William Tell
when we’ve got there? Even William Tell would
would have had
have had trouble hitting a target he knew nothing
trouble hitting a target he knew about, after all. Being unclear and unspecific
in the vision for change will risk misalignment
nothing about.”
of thoughts, expectations and actions. Starting
from this position means that while things may get done, their value could be low or even
counterproductive to what the original aim might have been.
Let’s imagine we choose to ‘go agile’ in our software teams as we’ve heard good things. What
are the team to do? Should they employ external consultants, go on training, get the Scrum
guide out or just have a try to see what happens? We leave the door open for misalignment,
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assumption and wasted effort. In all cases, what is the outcome we want to achieve? Some
other examples could be ‘implement ITIL’ or ‘become Customer centric’.
Worse still, we might see a jargon-laden and vague statement like “We want to completely
build diverse and professional social networks that provide key differentiators between us and
our competitors.” (sourced from an online mission statement generator [2]). In such cases, it’s
almost impossible to infer any useful purpose at all.

Having an assumed purpose
Related to lacking purpose, making assumptions about what the change is aiming for can
be equally as dangerous. In this case, we’ll have some clarity and specifics, meaning it’s
much easier to engage people, build some drive and get things done. With an assumed
purpose, an organised, passionate and effective change team could be missing the point
and, when they inevitably find out, a big drop in morale will accompany the wasted cost of
the work not needed.
It’s worth noting that assumed purpose can develop during a change, not just at the start.
That could come from misunderstandings, or miscommunications about changes to
purpose itself.

2. Issues with Drive and Momentum

“

Lacking impetus

This issue is explained well by a parallel
to Isaac Newton’s first law of motion: “An
An individual or a team
object remains at rest or continues to move
will continue to behave in
at a constant velocity unless acted upon by
[3]
a force” . Translating this into a business
their current manner unless there is
context for change, we get: “An individual
a stimulus for change.”
or a team will continue to behave in their
current manner unless there is a stimulus
for change.” That stimulus can come from an intrinsic awareness of the need to change (I
understand why I need to change) or extrinsic in the form of a push (behave this way) or
pull (we’re going this way, come along). Unfortunately, without an impetus, we might just
end up going nowhere, and as simplistic as it sounds, change can fail simply when people
aren’t asked to do anything different.

Insufficient people
A change will have more influence when it is driven by a larger group of supporters. That
might at first appear obvious, but a common mistake is believing that wide change can
come quickly from a small group or taskforce alone, however passionate they may be. Like
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any movement, we might start small, but we will need mass sooner or later to make lasting,
influential change.
To illustrate, imagine an agile transformation again. We begin with one software team (1 of 10
teams, say) and give them something safe to work with. Even if they show results, their ability to
influence the organisation will be very small – they are a small part of the wider group, and their
work could also be dismissed as ‘a safe project’.

Disengaged or disinterested people
Having a mass of people involved in a change won’t make it influential unless they are
engaged, motivated and believe in the change. Changes that come from a place of belief
and energy have a habit of attracting others to the cause, and the opposite is also true.
Sticking with our agile implementation, imagine we set an imperative that all 10 teams
would ‘go agile’ from now on. We might have the volume of people but imagine that many
didn’t agree, or just went through the motions for an easy life. How influential would that
make the change?

Lacking authority or mandate
Going back to our definition, change is about a shift in the way that people work. The team
leading the change are going to bump up against resistance and push back – both of which are
natural – so they must have strategies available. The typical scenarios where this shows up are
teams operating under different leadership (and the change isn’t seen as important there), or
individuals ‘refusing’ to change although this is less common. A team that rely on the good will
of others may well not be enough.

No consequences
Linked to authority and mandate, it is critical that the consequences – both for adopting the
change and not doing so – are thought about and acted upon. If an individual who is being
asked to change can, with relative impunity, continue as they are, what should we expect
them to do? They could well adopt the change through their own intrinsic motivation, but
we might just see them remain as they are in the current model, especially if there is plenty
of other work to be doing. The impact of this is pervasive; once it’s obvious that there aren’t
really any consequences, changes quickly lose momentum.

Issues with Planning
Bad planning of change can be the catalyst for many of the other issues in this book but exists
here in its own right. There are two common planning concerns in relation to change, either no
planning at all or a fixed-come-what-may plan.
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No plan
The most common planning issue in relation to change. Given that change is inherently
about helping humans to adopt different ways of working, having no plan at all leaves
you wide open to all the issues described elsewhere in book. Inevitably, without a plan,
assumptions will be being made – assumptions about purpose and understanding,
assumptions about engagement, assumptions about methods. With something very low
risk, like trying a new type of sticky-notes, it might be ok, but assumptions always bite –
even in that case!

A fixed, rigid plan
Rather than having a strategic, outcome-focused and flexible plan (more on that later),
here we have a very detailed and fixed, blow-by-blow plan. Humans tend to over-simplify
imagining the world more simply than it really is (for example by stereotypes or substitution
of familiar, but insufficient examples) [4]. Do any of us really operate in a predictable,
formulaic environment? Having a fixed plan makes assumptions about technologies, teams
and individuals – that our interdependencies are correct, that our stage-gate results will
land. A clear end in mind and route plan is great, but you must provide space to flex when
assumptions fail. This is summed up best (in paraphrase) by Helmuth von Moltke the Elder:
“No plan survives contact with the enemy.”

3. Issues with People and Communication
A lack of visible leadership
Leading change, whether individually as a sponsor, or as part of a group of coalition guiding
change, can be a risky place to be. The leader should be actively representing the ‘new way’
and be visibly accountable for its success or failure. Dealing with a mix of supporters, detractors
and yet-to-be-interested people, that leader’s resilience will be tested, but it’s critical to stay
the course. A leader doing anything else – not demonstrating support and enthusiasm for the
change, not handling dissent when it happens or worse, not standing by the team – will erode
conviction in the change, allow people to take it less seriously and ultimately delay or lose the
benefits that were intended.

Overbearing leadership
This is where a leader (or a change team) approaches change from a position of superiority,
believing that their skill and authority overrides any other ideas about what gets done and how.
Operating from this position can make things seem simple and apparently quicker, but two
dangerous assumptions are normally made:

››

Their skill is enough to make the right call every time; they don’t need other input
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››

The people involved in the change are happy being told what to do all day

Taking no input risks missing out on key information that could improve the outcome of the
change, whether materially (altering the outcome) or practically in terms of better strategy.

Information held back or siloed
Information about the change being made, its aims and its progress are critical inputs for people
to make the right decisions, understand priority and adapt. There are of course legitimate
reasons for some data to remain privileged, and the level of complexity and diversity in most
technical platforms and teams means it’s easy to ‘not know’.
However, whether intentional or not, the ramifications of holding back data that might make
it hard or even impossible for someone to do their own work, and it causes friction. What
might start as ‘If only we’d known, we could have… (or we wouldn’t have…)’ can, if perceived as
intentional, build distrust, apathy and a fear of trying anything in the future.

A lack of feedback
Feedback is everywhere. From a simple, “wow, that’s hot!”, through to reports, satisfaction
surveys, coaching, and more. At its most basic, feedback is a response to action that
gives an actor information about the result and therefore gifts an opportunity to learn
and adapt.
A sporting analogy is a helpful way to understand its importance here. If you imagine a top-flight
tennis player, football player or other athlete, their performance can be pinned in great part to
the feedback that they receive from coaches, trainers and mentors. Indeed, could you imagine
them consistently improving without any form of coaching? In change, we want people to shift
the way that people work, and to do that they need to have a way to know where they are, and
how they’re performing. Without feeding back on intended and current behaviours, we can
reach the ridiculous situation of the change team wondering why people aren’t adopting the
new ways, and the people expected to change being none the wiser.

Ineffective Feedback
Even when feedback is given, there are some failures in content and delivery that can make it
far less effective.

Delayed feedback. “I can’t remember doing that”
Holding feedback for days/weeks/more (perhaps waiting for a progress meeting, 1-2-1 or
other event) distances the action or behaviour with the feedback. This can make it difficult for
either party to remember the specifics (and therefore learn), can make the feedback appear
unimportant or end up being forgotten.
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All positive feedback. “Wow, I must be awesome!”
If only the things we do right are called out, we lose an opportunity to learn from others. We all
need course correction sometimes, and avoiding it stores up problems.

All critical feedback. “I only talk to the boss when something goes
wrong”
Critical feedback can be very motivational, but without any let up or a constant focus on
compliance, we risk the opposite – disengagement, fear and even defiance.

Vague feedback. “I think I’m doing the right thing”
Feedback is there for learning and adaption, so how is that achieved if people receive only vague
input? “You’re really good at your job!”, or “be more professional!” aren’t actionable statements.

Inconsiderate feedback. “I’m in hospital, you want to tell me what?”
Poorly timed feedback, based on the recipient’s position, means that it’s unlikely to be heard.
If feedback interrupts other important work, is insensitive to emotional state or in the case of
critical feedback, is delivered in public, we risk other impact too.

Feedback is one-size. “I don’t understand how that applies to me”
People aren’t the same. Without tailored feedback it can be difficult to contextualise that
generic feedback so that meaningful action could be taken.

A ‘resistance’ to change
When change happens, there will always be resistance at some level. Newton’s Third Law of
Motion applies too – “For every action, there is an equal and opposite reaction.” [3] Throwing a ball
hard at a wall makes it come back faster and driving through change equally has consequences.
The idea that success can be achieved by ‘pushing harder’ (shouting louder, issuing ultimatums
and threats) is deeply flawed.
The trouble is that the phrase ‘resistance’ is a generic catch-all for behaviours, and therefore planning
a response can be very difficult. What’s more, it is useful to have some understanding of psychology
and neuroscience first, so we’ll come back to this subject in a separate chapter after doing that.
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2
Neuroscience, Psychology
and Change
Neuroscience continues to develop our understanding of the brain, and insights help us to
better understand why we behave as we do. That last part – understanding why we behave as
we do – has applications in many walks of life, and certainly when we make or must adapt to
changes around us. If we know a little more about how people might react, our strategies for
change can improve and we can avoid some of the failures from that last section.

Our Three Brains
Firstly, and to account for our immediate responses to change, I’m going to explain the triune
model of the brain. The triune model was first proposed by the neuroscientist Paul D. MacLean
in the 1960s [5], and as the name implies, the model describes three structures in the brain [6].
The three structures are:

The Reptilian complex – “the lizard”
The earliest part of our brains, comprising our most base functions relating to personal survival.
It’s sometimes also thought of as our ‘four-Fs’ brain, responsible for Feeding, Fighting, Fleeing,
and… Reproduction. This structure is responsible for autonomic functions like heart rate,
breathing, body temperature and our orientation in space.
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The Paleomammalian complex – “the monkey” or “old
mammal”
The next structure, often referred to as the limbic system, is a later evolutionary part of the brain.
It comprises several discreet areas of the brain like the amygdala, hypothalamus and pineal gland.
This structure relates to social positioning and associated behaviours like territoriality, nurturing, and
reciprocity. Social positioning, social acceptance, loss and fear of rejection are key motivators of this
area of the brain. Without the protection and support of the pack/the group/the tribe, our likelihood
of survival drops, so we either act to persuade, submit or fight our way back into a secure position.
When we experience strong emotions there is lots of activity in this area of the brain, and that
usually prompts us to do “something in the moment”.

The Neomammalian complex – “the human” or “new
mammal"
The highest-functioning and latest part of the brain, the neocortex, is found in a few mammals
and especially humans. This area is responsible for our ‘higher’ thinking, self-awareness and
reasoning. It’s responsible for our ability to use language, to abstract, to perceive and to plan.
These are often grouped as ‘executive’ functions of the brain.

Our Three Brains in the Modern World
The trouble is that all three of these systems are online at the same time. The more primitive
parts of our brains react fast and first to ‘check’ whether a situation is a survival risk or social
risk before our executive brain can consider what’s going on. If there’s a perceived risk, our
response comes from there.
Have you ever reacted ‘emotionally’ or automatically to something? Said something that you
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later regret? This is the reason you did.
Your brain’s higher functions were hijacked
(or rather prevented from activating) by the
more primitive responses.

Models for the Brain
The Triune and other models of the brain
are simplifications to help explain and make
sense of the processes and behaviours that
we can observe. There is good evidence and
proof for the concepts in studies, but we still
have many unanswered questions about the
science and data behind them. To say that
the brain is complex is to underestimate
what is being studied: after all, we each have
more interconnections (synapses) in our
brains than there are stars and planets in the
Milky Way. That’s 1,000 trillion synapses,
give or take [6].

A simple illustration (although a gruesome
one) is to remember the last time you were
physically sick. Were you in any control of
whether you were going to be sick or not?
Did any rational thoughts about getting to the
bathroom, or even putting your hand to your
mouth overpower your survival brain before
it just ‘did its thing’? Most probably not; the
primitive parts of your brain reacted fast and
first to keep you alive by getting rid of whatever
they needed to.
Scenario

Lizard

Monkey

Human

A lion jumps out of
the bushes

Dodge/Run away/Hide
Fight (if possible / no
choice)

-

-

A car drives nearly
hits us when it’s
overtaking

Dodge/Run away/Hide
Fight (if possible / no
choice)

Are you threatening my
status? I’ll show you
how big I am!
Don’t you know who I
am?

That was close, but no-one
is hurt. I wonder what the
cause might have been.
Perhaps they made a
mistake or got distracted by
something?

Having an argument

My space has been
invaded! Shout, scream,
gesture, fight!

Chest thumping,
territoriality, appealing
(or abusing) the
emotions in others,
hurtful language

I wonder what their
perspective is. How can
I find out to help us both
move on?

There’s an
attractive girl/boy
I’m thinking about
talking to.

I’m going to win this,
whatever happens.
Physical gestures,
threats, physical contact.
I’m frightened, run away

I might get rejected! A
gift might make me look
better; I’ll offer a drink.
I’m not looking my best
There’s another guy/girl
nearby, are they more
attractive than me?

They look interesting. I
wonder if they might be
interested in talking to
me. I’ll ask and see what
happens.

Presenting to a
large audience
of people I don’t
know

Wow, gosh, crikey, oh my!
They’re the one for me.
Is it safe to approach or
should I stay hidden?

How will they judge me?
What if I make a mistake?
Social position at risk
I’m not as good as others
My reputation is at risk

They’re just other people
I know what I’m talking about
They’ll understand if I slip up
I’ve done this before, it’s fine
What I can learn?

* Please note that the brain structure capable of language and reasoning is the neomammalian brain. The other
structures of the brain react from visual, auditory and sensory perception, so the responses here are presented
in question form for illustration only.
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This hijack makes a great deal of sense when we really are in a life/death/harm situation, but in
our modern world of work unfortunately our brains can misread the risk of situations and before
we know it, we’ve done something regretful. To illustrate further, here are some examples of
situations and how each of our brains could react*:

“

Our primitive brains
Since we now understand a little bit
about the brain, let’s briefly look at what
could be going on when we first find out
that something’s going to change (or
we’re asked to change). All of which will
happen within the first few seconds of
hearing the news.

There’s good science
behind telling people
that their jobs and livelihoods are
secure before you talk about any
sweeping change.”

Scenario 1: Our boss unexpectedly tells us that the business isn’t doing well. Reorganisation
and redundancies possible.
Is there any survival risk from the new information we have? Check. A reorganisation
might mean a loss of livelihood. Is there any risk of social rejection or loss? Check.
Anxiety is going to be spiking here as we wonder things like ‘Does that mean I’m going
to be chucked out? What does reorganisation mean; where will we fit in? Who might we
need to build relationships with? Fear will follow. We might well look around the group
to see if others are worried too, and therefore confirm or assuage fears.
Scenario 2: We hear ‘down the grapevine’ that we’re getting a new CEO
Survival risk? No threat right now. Social risk? Uh oh. Who’s this person going to be? Will they
like me? The current order of things is how I like it. Will I need to prove myself again? Who do
I need to impress? Do they know how important I am?
Scenario 3: We’re told our whole department is going agile.
Survival risk? Not right now. Social risk? Check. I’ve not done anything with agile before. I
might be perceived as weak and get rejected. I might need to find another team or job. I bet
I’m the only one who’s not got any experience of agile. That’s something that another team use,
not us. I don’t trust this.
Of course, these reactions all happen quickly, and once the initial emotion calms a little
your executive function can come back online and respond in a more objective, balanced
way (these could all be great opportunities). However, we’ve got ourselves worried and
this kind of doubt early on can accumulate and continue to nag at us to remind us that
there could be a risk to survival or social status. There’s good science behind telling
people that their jobs and livelihoods are secure before you talk about any sweeping
change (if that’s true, of course!).
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Preferences, Biases and Decision Making
Now we know a little of what happens when we first respond to change, it’s important to look
at what happens next and why what we already know (or think) will have a strong influence on
what we do and how we behave.

Our Preferences
Through and following the work of Carl Jung [7], an influential Swiss
psychiatrist and psychoanalyst, we today have well researched
theories and models that help us understand our psychological
preferences for how we perceive the world around us and how
we make decisions. The core finding is that while everyone has
their own preferred way of communicating, solving problems
and making decisions, there are limited number of combinations
each of us can have. For example, Jung was one of the first to
identify that people have preferences for introversion (that they
tend to be thoughtful and internally reflective) or extraversion
(that they tend to be focused on action and the things around
them). With further development of these ideas (notably the
mother and daughter team of Katherine Briggs and Isabell Myers
producing the Myers-Briggs or MBTI® type indicator [8]), the
substance of this detailed psychoanalytical research is available
Carl Jung (1875-1961) [7]
more widely. The MBTI® type indicator contains four areas of
preference: Extraversion / Introversion, Sension / iNntuition, Thinking / Feeling and Judging
/ Perceiving. An individual will have a preference in each of these combinations, which can be
summarized in one of 16 Myers-Briggs types, e.g. INFP or ESTJ.
Understanding preferences is incredibly powerful in personal development, hiring and team
dynamics, and unsurprisingly has great application in change. Here’s a summary:
Response to Change
Extrovert

Introvert

Will want to discuss with others and seek opinions

Will want time to reflect

Will want to get on with it and experience it

Will watch from the side and learn

Sensing

INtuition

Will want to see what that means right now
Will seek facts and concrete details
Thinking

Will be engaged by the possibilities
Or

Will need to see the big picture
Feeling

Will conclude/decide their opinion based on logic

Will conclude/decide opinion based on values

Will identify with reason, fairness and justice

Will worry about harmony and impact to others

Judging

Perceiving

Will worry while matters aren’t settled

Will be happy with ambiguity and improvisation

Will want a process/detailed steps to follow

Will leave options open over adhering to rules
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To be clear, these doesn’t mean that an individual is either a
Thinking or a Feeling person. They will be both, and will be able
to work in either way, however they will have a preference.
Knowing this, when change is taking place, ideally we include
strategies that account for all the preferences, and therefore
help those involved to see the change in their own terms.
Here’s an example looking
at Thinking – Feeling. This
Everyone has their own preferred
is about how decisions are
way of communicating, solving
made, where the Thinking
problems and making decisions.
preference seeks logic
and data and the Feeling preference seeks an understanding of
values and impact on people. When we talk about the change,
Katharine Briggs and Isabel
plan to include information for both types each time, i.e. “our
Briggs-Myers (1921) [8]
Customer Satisfaction scores are 74% which puts us into the 3rd
quartile. That’s below industry average. Customers are unhappy
with our performance and feel let down by our promises... so, we need to make a change.”

Thinking Habits
Humans are creatures of habit, right? Right. And there’s plenty of evidence behind that statement
which can cause impact when we want to make a change and want people to support that
change.
To begin understanding this, the work of Daniel Kahneman (a Nobel Prize winning psychologist
and economist), is notable in this field. Kahneman’s book, ‘Thinking, Fast and Slow’ [9] describes
and evidences that we think in different ways depending on the situation: we have two systems
for thinking, a fast system – System 1 – and a slow system – System 2.
System 1 represents our ‘automatic’ responses and is obvious when we’re asked a question
to something we know well, or which we’ve practiced. Examples might be: What is 2 + 2?
Complete the following phrase: salt and? What’s your name? or Where do you live? Even things
that are very complex can be system 1 thinking, providing we have put in enough practice, like
playing a guitar solo, making a chess move, flying a plane, or driving a long but familiar route.
System 2 represents our slow or calculated responses. This is where we need to put real
conscious effort into providing an answer. Examples might be: What is the square root of 30,625?
Walk across a narrow bridge. Play a game for the first time. Try to play a new instrument. Speak
a new language. Evaluate which of two TVs to buy. Where did you leave your keys?
Kahneman’s findings demonstrate that while we’re capable of both types of thinking, we tend
to choose System 1 whenever it is possible to do so, by framing the thought in what we already
know or perceive (our knowledge and biases). Stepping back to neuroscience for a little while,
there’s a good reason for this. Our brains, which account for 2% of our body weight, consume
a huge amount of energy: 20-30% of our what we eat each day is used for fuel [10]. Critically,
conscious thinking is a higher ‘cost’ to us than following an existing pathway to provide an
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answer, so it’s not surprising then that our brains, where
possible, will seek to conserve energy by using as much
‘autopilot’ as possible.

If we can answer a question
unconsciously by following a
familiar script, matching the situation
to an existing experience or make a
response based on a bias, we will.

If our brains can answer a question unconsciously by
following a familiar script, matching the situation to an
existing experience or make a response based on a bias, they will.

Take a moment and read the previous sentence again; you could have been skimming and
ironically doing that very thing!
Here’s is a practical example. Think about when you first learned to drive. The effort is conscious:
you think about your mirrors, your foot position, the clutch bite point, the gear you are in and so
forth. In the first few lessons it’s also difficult to do things like meaningfully converse with the
instructor or listen to the radio, and no doubt when the lesson finished you were tired. It doesn’t
take long however with more practice and repetition, for the mechanical actions of driving to
become automatic. You’ve built up strong pathways in your brain that enable you to drive
without conscious thought. The first time that you’re driving along a known route and suddenly
realise that you’re much further along your journey than you thought (and can’t recall how you
got there!) is definite proof of your unconscious in control. If you’ve never learned to drive,
learning to catch a ball, play an instrument, speak another language or type without thinking
are more examples. Or, have you ever been walking with someone and you pull up to answer a
question they ask? That’s system 2 coming online.

Cognitive Biases
Cognitive biases (thinking biases) are systematic patterns of behaviour, or in other words,
shortcuts for the brain. These are ‘System 2’ thought processes and cover a wide variety of
situations and thought process like information-processing shortcuts, emotional and moral
motivations and social influence. The concept of biases was again the work of Kahneman,
working with Amos Tversky in 1972 [11]. At time of writing there are 193 listed cognitive biases on
Wikipedia [12] and they are at play all the time. Here are some examples:

Anchoring bias – using one piece of information to decide, usually the ‘first’ piece. E.g. “I paid
£10 for this, what would you pay?” Answers are likely to be close to £10 rather than reflect an
individual’s own evaluation of worth.
Priming bias – that we tend to be influenced by related stimuli. e.g. imagine a piece of bread.
Now complete this incomplete word ‘so_p’. With this food-based prime, people are more likely
to say ‘soup’ than ‘soap’.

Availability heuristic – to overstate the value of facts that you can remember most clearly (i.e.
available in memory). E.g. “It must be the load-balancing hardware that’s the problem, it was
that last week too.”

Hindsight bias – ascribing predictability to past events, e.g. “I knew that was going to happen”
(ignoring that complexity may render this statement, for anyone, impossible)
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Default effect – the tendency to choose the ‘default’ option when given a range of choices.
THE
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So, coming back to change, we now understand how we might immediately react (Lizard,
Monkey, Human) and some of the ways that we make judgements about the change and decide
our response to it – System 1 habits and biases. In the next section we’ll return to the subject of
why change fails and people being ‘resistant to change’.
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3
The “People are Resistant
to Change” myth
Hopefully by now you’re starting to understand that this generalisation is both inaccurate and
misleading. “People” does not account for the many preferences, experiences and situations
that individuals find themselves in. A situation may cause an individual to not change, but that
does not mean they are being defiant as the term implies.

“

Of course, people might decide to push back (act to
prevent change, fight to bring back the old regime),
The opposite of
but many other behaviours exist too. Some people
people adopting
might be apathetic (unengaged, don’t see a direct
change is not people resisting impact on them, easier to not think about it), some
change. It is instead, simply,
might drag behind (waiting to be convinced) or some
people not adopting change.” might be enthusiastic, but just don’t have the skills
necessary to adopt the change. In other words, it’s
first very important to recognise that the opposite of people adopting change is not people
resisting change. It is simply people not adopting change.
Here are some of the specific reasons why people struggle with change, and for each there is
short primitive-brain summary of the situation.

Fear of loss (or a risk to status and job security)
Primitive brain “This might make me lose out, I don’t trust it!”, or “hang on, I’m going to lose the
power that I have!”
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There’s much research on the impact of loss in
The power of loss
cognitive psychology, with much concluding
that the threat of loss is hardwired to create
Multiple studies have shown that threat of
more pressure on us than any opportunity
loss is hardwired in our brains to create more
for gain. The work on loss aversion by Amos
pressure on us than an opportunity for gain.
Tversky and Daniel Kahneman [14] is one such,
and neural studies have followed up research on how the brain acts when predicting a loss.
What appears to be common is high activity - fear, anxiety and avoidance responses – from the
limbic system. This means that where an individual perceives a threat to their current working
situation, an opportunity to lose position or even livelihood, their response is unlikely to be
immediate compliance and support. Much more likely is fear and avoidance or denial that
there’s any change to make. From this point they could then travel through other emotions –
anger, negotiation, depression – before finally accepting the change. All of which could easily
be labelled as ‘resistance’.

Previous bad experiences
Primitive brain “The last change was bad, and therefore all change is bad.”
If an individual has lived through poorly executed or stressful change previously, there could
well be bias or automatic path that affects how more change is perceived. For example,
the availability bias (availability heuristic) is a cognitive ‘shortcut’ the brain uses to evaluate
the current situation with available examples. In the case of change, if a person had a
recent and poor experience with change, this could well colour their opinion about what
is happening today. What’s more, a person may not have even experienced bad change
personally; they may have heard someone in the peer group who has. This could then
anchor them to this fact, leading to a decision that change is bad (Bob says change is bad;
therefore, all change is bad).
Regardless of the origin of the belief, attempting to make change when individuals can begin in
this position should be considered.

Inertia
Primitive brain “Until I can see that I should change, I’m going to carry on as I am, thanks.”
Referring again to Newton’s First Law of Motion: “An object remains at rest or continues to move
at a constant velocity unless acted upon by a force” [3], in any change there is a current operating
model, a current culture, a current way of getting work done. This existing way of working
has achieved results, and individuals will be comfortably familiar with it – we’re clearly in the
automatic System 1 thinking mode here.
For a person to engage and adopt the change they will need the right impetus to shift, and
until received may just continue with the status quo – especially if the consequences aren’t
persuasive.
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Organisationally, inertia from an existing paradigm can be very powerful, and in large groups or
those with longer held traditions and methods, the temptation to maintain the status-quo could
be huge. It’s critical not to underestimate this and make sure that your strategies account for
the energy and leadership needed.

Overwhelm (a mountain to climb, hardship to endure)
Primitive brain “It’s. Just. Too. Hard. I quit.”
Relating to inertia, if a change being proposed will involve significant work to achieve, the result
can simply be a feeling of overwhelm. Teams of people may well understand the need to
change, but just don’t know where or how to start making progress. This is going to create a
negative impetus; it’s just easier to stay doing what we’re doing now.

A culture of blame (and lack of safety)
Primitive brain “Failure might reflect badly on me and it could impact my social position.”
Working in complex change environments is difficult, with new challenges being faced by
teams constantly as people adopt new skills, tools and behaviours. It’s no surprise that mistakes
happen, dates can slip, and some targets miss.
Once those mistakes occur, how it is dealt with can have a profound effect on a team, the
change and its future performance. From what we now know, blame and punitive measures
will speak to our fear of social loss and exclusion, so if the culture tends towards ‘right first
time’ where failure is met with punitive measures, what is the impact when we want to make a
change? Here are some examples:

››
››
››
››
››

People will begin to protect themselves over the team’s progress.
individualism

Increase in

Creativity and innovation drop as people ‘stay safe’ rather than risk being called out for
failure
Longer planning cycles and longer delivery through greater governance (to control risk)
Individuals will lose confidence and contribute less
Individuals will experience stress, anxiety and ultimately a lack of loyalty

It’s worth noting that even if individuals are told that they are safe to try, existing mistrust could
still rule the day until they witness examples. “I could have a try with the new world, but what
would I look like if it doesn’t work?”
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The politics of being human
Primitive brain “I don’t respect you so I’m not going to listen (no matter what you have to say).”
It could be the very best idea you’re implementing – and everyone agrees - but progress gets
beaten back by the interpersonal relationships of those making, or those sponsoring the change.
Linked to inertia, mistrust and fear, if the team seen leading the change are unpopular and
aren’t doing anything to assuage those concerns, a war of attrition can ensue. That’s not to say
that everyone leading a change should be liked and respected, but it does make a difference
if they are!
These issues could manifest from discontentment or disagreement with leaders (often triggered
if they are seen to be distant), an external consultant stepping in and stepping on toes, or from
a non-respected or perceived ‘too-junior’ peer taking a change leadership role.

I just don’t know how to
Primitive brain “I’m OK with all of this, but I don’t know what to do.”
Sometimes it’s the simplest things that prevent change from sticking, and one of those is a
situation where individuals don’t know how to change. An individual could be enthusiastic
about a new system, structure or way of working, but without the appropriate guidance and
support can’t operate in the ‘new’ world. There are likely to be three scenarios at play. First
that an individual doesn’t know they need help, second, they do know they need help but are
embarrassed to ask, or third, they’ve sought help and it’s not working. In this scenario, we might
see denial and anger responses, as well as displacement: it’s not me at fault, the tools are just
rubbish, aren’t they?
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4
Positive Strategies for Change

As we have summarised so far, when making change there are many pitfalls that can impact the
speed, depth and overall outcome of that change. Some are predictable, some need specific
situations, and others are well outside of our control. That information gives us an opportunity
to build in some strategies and checks when we make change, and this section offers some
approaches for you to consider. Examples of full and formal frameworks for making change are
listed in Chapter 6.

Vision and Visualisation
A clearly understood, and contextualised vision is critical to the alignment of teams. It is the
foundation stone of engagement, ownership and autonomy, and should be the priority of any
change team. Get it right, and you make sure that the first foundation step of our change is a
sure one.
For a vision to be clearly understood and contextual, it’s not enough to make a simple statement
like “Implement Scrum to improve customer satisfaction with delivered software”. As we already
know from Chapter 2, that could have different interpretations depending on your own context
and preferences, so to overcome that we need to go much deeper. We need people to be able
to visualise what that future would look like in their own context.
To do that, you need to get into some analysis and make sure that the vision you have for the
future is understood in multiple facets. Your aim is to be able to paint a vivid picture of what
the change is trying to achieve and what the world looks like after the change is complete.
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There are existing frameworks available that you can use to complete this analysis summarised
in Chapter 6, for example McKinsey’s 7-S model. Here are some questions that will get you
started:

››
››
››
››
››
››
››
››
››
››
››
››

What is the vision for the organisation/team/market after the change?
What is the desired result we want?
Why is this change important to the organisation?
Why is this change important to the team?
How will structures, methods, processes and systems develop?
Why could the change be valuable for individuals?
What are the opportunities and threats for people?
What is going to be different to where we are today?
How will things look and feel when we get there?
How will people be behaving in the new world?
What will our Customers be saying about us?
How will we know that the change has succeeded?

Answering these should begin to put you on the path to a rich description of the future

Build a plan
Some organisations may insist on change or programme plans, work breakdowns, project
initiation documents and other artefacts in advance of change, while others will use less
centralised approaches. Either way, it is important to have something. A plan helps guide
the work and priorities in the short term, highlights (known) pinch points, allows delegation of
roles and makes sure that there’s some thought behind scheduling of standard events, like
communication updates.
While the temptation may be to plan in detail, wherever possible maintain a lightweight,
responsive plan. The immediate steps and who is doing them should be clear, but until you have
more data, customer feedback and results to build on, the later steps are unlikely to be certain.
A responsive plan, open to feedback and change, saves time by avoiding false assumptions
and can increase the value of outcomes by learning along the way.
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As an analogy, compare a rocket to a guided missile. With a rocket, our calculations and
assumptions about trajectory and velocity need to be true in order to hit the target, whereas a
guided missile can afford errors; it can quickly redirect based on inputs during flight, and that’s
the kind of plan we want. Think agile.

Visible, active change leadership
To make sure that a change stays the course, it’s critical that the leader (or sponsor) remains
visible, embodies the ‘new way’ of working and is supportive at every opportunity of the change
taking place. This leadership will rapidly build conviction in others about the change taking
place (it’s obviously important), will make it difficult for people to ignore the change as another
initiative that might blow over, and overall increase the chance of success.
If you’re leading change, here are 10 behaviours we would expect you to demonstrate:

››
››
››
››
››
››
››
››
››
››

Be present when there are updates, steering groups or critical events
Stand by the team when things go badly (never blame – see ‘Humanise the Change’)
Embody the change as early as possible; live in the ‘new world’ mode
Listen to feedback from the teams, listen to stakeholders, listen to detractors and act to
understand their views.
Look out for the psychological cues discussed in this book (anger, withdrawal, denial,
bargaining) that might indicate a deeper issue, and act to support people displaying
them.
Communicate. Help different stakeholders understand the position, and help teams
understand aims.
Deal with detractors when necessary (listen first!)
Give the team space and knowledge to make as many decisions in-team as possible
without your input
Be available and prompt to the needs of the change team (for example, removing
impediments), and then step back once you’ve responded
Invite feedback on your performance – are your inputs and behaviours helping, hindering
or annoying?
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Communicate, Communicate, Communicate

“

With a clear vision and deeper description of what the future state after the change looks like,
you can present, teach and update teams and stakeholders with relevant, valuable information.
However, having that data and communicating it are different things, so it’s critical to think about
how, where and how often updates about the change will be made.
We know that everyone is flooded with information,
so the place to start is an assumption that no matter
what has been said, it’s not yet enough. During a
change, communication with stakeholder teams
should be happening often, both in push format
(emails, announcements, group sessions) and pull
(availability of blogs, articles and training), with
feedback sought about whether those mediums
are working. Share often, and as you approach
critical points in the plan, doubly so.
Two key inclusions in communications

››
››

People are
drowning in
ideas…you could give people
the blueprints for a stealth
bomber and they would lose
it in their ‘downloads’ folder.”
Daniel Priestley [15].

Include a clear call-to-action in every communication that you send. This should, for
example, invite people to attempt something, feedback or read a guide. This is an
opportunity to emphasise that the change is relevant to your audience, and that they
have a stake in it. A simple ‘news’ update can be too easily lost.
Include success stories, especially those that are relevant to the audience. If you have
a team who have successfully attempted a new way of working, include the details in
narrative or interview format so that their peers can relate to what happened.

Finally, include diagrams, video and podcast media when it’s possible to do so. Engaging
content gets heard.

Humanise the Change
As described, change is fundamentally about people; it causes a shift in how people
work. If we’re transitioning from one system to another, it will succeed or fail based on
the people using, operating and administering it. If we’re moving offices, datacentres or
countries, the moves will succeed or fail based on the people organising, executing and
living with those changes.
Understanding the impact that blame and punitive measures have on people within
teams, a more successful change can be achieved if the opposite is true: people are
free to experiment, attempt and learn without fear of recrimination. In short, make it safe
to fail, or provide ‘psychological safety’. In this environment, people will be more open
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about ideas, will collaborate, will attempt solutions and act to learn – all of which add
value to change.
Here are some tips for make an environment safe to fail:

››
››
››
››

Tell people that they are safe to
act; the accountability lies with the
organisation or sponsor. Provide
‘air-cover’.

Psychological Safety
“Team psychological safety is defined as a shared
belief that the team is safe for interpersonal risk
taking” Amy Edmondson [16]

Prove #1 by demonstrating that
fact. Openly tell stakeholders that
this is the situation. Do not punish or
humiliate people for errors.

It relates to the ability of an individual
within a team to act without fear of loss to
status or self-image. In such environments,
knowledge sharing, experimentation and
collaboration increase.

Be open about your own errors to
the team and share what you have
learned from them.

Reward and recognise failure. Where people have attempted, worked and driven to
achieve a result which has not paid off, celebrate the attempt. The most successful
companies do this, for example Google. [17]

Pull don’t push
You will achieve deeper, more lasting results in change if you pull people towards the
goal of a change rather than pushing them. Pulling people gives them the opportunity
to understand and engage with the change being made, encouraging people to take
ownership. People with ownership for the change will invest energy in its development
and completion and will continue to support it well after any specialist change teams
have disbanded.

“

During the second world war, Dwight Eisenhower is known for using a chain when training
his generals. He’d pile the chain on the table and ask: ‘where will the chain go if I push it?’.
The answer? We just don’t know. But instead,
Pull the string, and it he asked ‘what happens if I pick up and pull the
chain?’ It follows you.

will follow wherever
you wish. Push it, and it will
go nowhere at all.” Dwight D.
Eisenhower

In change, the equivalent is the concept of ‘why?’.
If we can teach our teams the reason why we’re
making the change in such a way that they connect
with it, then that acts as the guiding light for all the
many tasks and actions that need to happen. A great test to see whether a member of the team
understand the change is to ask; In your own words, what’s the purpose of this change? What’s
the value to our team, the organisation and our Customers?
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Maximise feedback
People need to know that they’re doing the right things so that they can self-adjust, learn
and improve. Given we’re making a shift in how people work, feedback is essential in change.
The more regularly that feedback is provided, the greater the speed with which changes can
occur, and the ideal state is one where that feedback occurs freely and bidirectionally between
individuals, teams and leaders (a feedback culture).
Here are some tips for delivering feedback:

››
››
››
››
››
››
››
››

Give daily feedback to the individuals making and being expected to change
If there are many people involved in the change, consciously decide on who is feeding
back to whom so that no one is left out (e.g. assign individuals to members of the
change team).
Emphasise and prioritise positive feedback over critical feedback. Many studies cite
the psychological benefits for delivering positive feedback over negative feedback [18],
and we visited some of the reasons why this would be the case in Chapter 2. The ideal
ratios of positive to critical feedback range from 2:1 through to 6:1.
When delivering feedback, keep the message clean. Deliver the feedback specifically
and quickly. Don’t be tempted to mix positive and critical feedback into the same
discussion as this confuses the message.
Consider who the feedback is being received by. Are they (in Myers Briggs® terms)
a Thinking decision maker or a Feeling one? Adjust your feedback to be more dataoriented or relationship oriented accordingly.
Keep a record of the feedback that you’re giving – what it was, why and to
whom. This gives you some statistical data that you can use to improve your
feedback habits and coverage. Make sure that teams giving feedback do this
also.
Give feedback promptly, ideally just after a person has done the thing that requires
feedback. The shorter the period, the more that the individual will recall their actions
and relate to your feedback.
Feedback in person wherever possible as this allows you to see the response and
demonstrates a care and concern that is difficult to emulate by phone, let alone email. If
you’re giving critical feedback, do so in person and in private. If you can’t do that easily,
give the feedback in the best way that you can.

Here are some tips for developing a feedback culture (see also ‘Humanise the Change’):

››

Learn some formal coaching methods (courses and trained coaches are readily
available)
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››
››
››
››

Teach your teams coaching methods for feedback to each other and you
Regularly invite feedback on yourself from your own teams, your peers and leadership.
Some HR departments have access to 360° feedback tools which may be suitable.
Change the approach to formal feedback in your company. Annual appraisals are very
poor in this regard, with systems that allows constant, immediate, ‘micro’ feedback from
anyone far more effective.
Ask for feedback on the value of your feedback on others!

Nudge
Nudge theory [19] makes use of the System 1 thinking systems that we saw in Chapter 2 to
influence behaviour. Nudges are small, behavioural cues that increase the likelihood that
someone will act in a certain way, or make a certain choice, and do not need legislation or other
controlling governance.
First, recall that System 1 thinking systems are our automatic, programmed responses,
based on the situation that we’re in. A nudge modifies the environment in such a way
that our automatic response is more likely
KPIs that Nudge
to be the right, not wrong one. Examples
are putting fruit, rather than sweets at
Measurements of people, teams and
the checkout (which encourages better
businesses are essential, but are often
snacking habits), painting a target on
misunderstood and badly applied. Imagine
the bins at MacDonald’s or, a study at
a service desk where we want an increase
the University of Newcastle that found
resolution for the Customer during the first
people paid nearly three times more into
call (first-time fix). An existing KPI for callan honesty box in their canteen when a
answer time might be important, but it
picture of a pair of eyes was hung near the
could be promoting the opposite behaviour
cash box. [20]
– getting people to wrap up calls quickly so

that they hit that target. Do your measures

Where can you include a nudge in your
encourage the behaviours you want?
systems or environments? Where can you
include physical cues like posters, pop-ups or reminders that could influence people in
the moment? What behaviours do your measures encourage?

Make information open and accessible
People provide faster, higher quality answers when expertise and knowledge are open and
accessible. In a change, it is essential that data about the destination, progress towards it, and
guides that help those involved are easy to reach.
Making information open and accessible is not easy to achieve, but the pay-off is high.
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Think of a firefighter – their equipment is organised and maintained so that when needed
there’s no distraction from the task at hand, and that’s the outcome we’re seeking. Doing
so gives those involved the greatest opportunities to find better solutions, spot impending
problems or correct/adapt from errors quickly.

Data about the destination
Linking back to Vision and Visualisation, the rich information about where and why the
organisation is changing should be publicly accessible. Rich content like videos, images and
narratives to describe the future situation are the most effective. Where decisions, risk analysis
or situation analysis have been made with rational processes like Kepner Tregoe® [21] lock in the
benefit by making these available (excepting specific, sensitive data).

Progress towards the destination
This is about sharing information about where the change programme currently is, what the
next priorities and expectations are, calls-to action (calls for input, say) and headline statistics.
Simple, visual progress tools like Kanban are ideal, with links and availability of source data for
those seeking more detail.

Guides
Easy to find, and well-articulated information for those involved in the change to follow. Includes
content like ‘cheat-sheets’, ‘who’s who’ information, desk-drop posters and prompts.

Weigh up the consequences
As is clear from this book, asking people to change their practices and shift their behaviours
can meet resistance, and we have covered some of the strategies that can be used to prevent
or mitigate them. It can be the case however that even with thought out plans and strategies
for handling issues, some people continue to exhibit the original behaviours. This situation is an
indicator that the combination of factors – the impetus for change, the environment, education
and calls to action – remain insufficient.
A valuable exercise to carry out comes from Applied Behaviour Analysis [23]. Applied Behaviour
Analysis focuses on the observable relationship of a person’s behaviour with the environment,
including the background situation (antecedents) prior to a behaviour and consequences
thereafter.
For example, we might think of a service desk engineer not documenting tickets.
If we imagine the antecedents are that they have never been taught to do so, and
others don’t either, it’s not a surprise we don’t see the documentation. More, if the
consequences after the behaviour are not adverse, the engineer will have no impetus
to change next time.
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Focusing on consequences, to make a change to behaviour, we want to positively emphasise
the ‘right’ behaviour and negatively emphasise the ‘wrong’ behaviour. If the consequences are
wrongly balanced, we won’t get the desired outcome. To check, imagine a set of weighing
scales represents a person’s desire or actions to change. If the right-hand side drops, they’ll
(want to); if the left-hand side drops, they won’t:

<<< Person will not (want to) change		

Person will (want to) change >>>

‘Right’ behaviour has negative consequences		

‘Right’ behaviour has positive consequences

‘Wrong’ behaviour has positive consequences		

‘Wrong’ behaviour has negative consequences

By plotting what would happen if a person exhibits the ‘right’, or ‘wrong’ behaviour it gives a
strong (and visual) cue as to whether the balance is right. If the balance is against the change,
or close to equal, the chance of the desired behaviours happening is low.
In other words, to increase the chances of behaviour change through consequences:

››
››
››
››

Increase the positive consequences of the ‘right’ behaviour
Decrease the negative consequences of the ‘right’ behaviour
Increase the negative consequences of the ‘wrong’ behaviour
Decrease the positive consequences of the ‘wrong’ behaviour

Helping your teams handle change
At the start of this book, we described two types of change – intentional and situational. In
many cases, situational change will be handled by making an intentional change (for example,
where a vendor changes the way that they work, the team can choose to act), but what happens
when that’s not the case? Much of the content to this point applies, and here are some further
scenarios and tips:

There’s knowledge of an external change coming
Act to make sure that information about the change, its schedule, impact and aims are available
to the team. Help people to understand what’s happening and be available to respond to
questions and concerns. Not everyone will raise the concerns that they have, so check-in with
people regularly, and if necessary, offer some anonymity for questions.
Change programmes are great for learning and development, so seek and offer opportunities
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for your team to be involved. It could be that an individual within the team is made ‘prime’ for
the change, and handles all the team awareness, adoption, communication and feedback.

There’s a rumour that something is changing
Excepting commercially sensitive and restricted data, be as open and honest as possible with
the team with the best knowledge you have. Knowing that you’re sharing what you know, and
not ignoring concerns that people might have will help to calm the paleomammalian brain in us
all. Spend time and energy seeking clarifying information that you can further update the team
with, and take team concerns seriously.

The team do not want to change
Perhaps an imposed change to which the team see little value or believe ‘won’t work’, for
example the introduction of a policy to which they don’t agree. If the source for the change is a
senior level edict, actively resisting it can cause wider issues and resentment, while going along
with something that makes no sense seems a poor alternative.
Like the previous examples, the priority is to listen, share what information you have and be
open with the team. Depending on the circumstance, it may not be appropriate to share your
own views about the change, however being open will help you to work with the team to a
conclusion, rather than appear above or removed from the challenge.
Whether you agree with the change or not, encourage your team to attempt, learn and
feedback about the new way of working as objectively as possible. This provides data and
evidence that can be used to engage the team or help to demonstrate that the change itself
is valuable or flawed.
Finally, depending on the source, you may end up needing to mandate action or to accept the
change regardless of evidence, however hopefully data wins out.
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5
Change Health Check

The following set of questions can help you to diagnose the position and effectiveness of a
change based on the topics covered in this book. Where an item, and especially a section,
scores poorly, that item should be reviewed, and alternative strategies attempted.

Instructions
For each of the 45 questions in this health check, choose whether you meet the criteria (Yes),
do so in part (Partial) or don’t (No). Add up your results: A ‘No’ scores 0 points, a ‘Partial’ scores
1 point and a ‘Yes’ scores 2 points, and then total them to give a score against the maximum for
the section.
Vision and Impetus

No

Partial

1. The need for change is clearly understood and articulated
2. The vision has been analysed in detail, allowing the change to be visualised
3. The vision for the change is documented
4. The vision for the change is published and available to all stakeholders
5. The documented vision includes hooks for different preferences, e.g. Thinkers
6. The vision was validated (again) by stakeholders within the last 4 weeks
7. The change team can evidence they can describe the vision with accuracy
Total
Grand Total (Partial + Yes)

/14
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Planning and Roles

No

Partial

Yes

1. A core change group (a guiding coalition) is established
2. A core change group are engaged and motivated about the change
3. KPIs have been reviewed to check that they do not conflict with the change
4. Balance of Consequences exercises have been completed
5. Nudges have been considered and are being actively used
6. Key roles and responsibilities are outlined in the plan for change
7. A plan for the change exists
8. Stakeholders and roles are outlined in the plan for change
9. The plan is ‘chunked’ down into manageable phases to prevent overwhelm
10. We are using a formal change framework
Total
Grand Total (Partial + Yes)

Feedback

/20

No

Partial

Yes

1. Feedback is given to the core change group
2. Feedback is provided to the people who need to change
3. Feedback is openly given about change leadership
4. Feedback is recorded to aid self-improvement
5. Feedback is provided daily
6. When feedback is given, it is prompt, specific and contextual
7. Critical feedback is always given in private
8. We teach coaching methods to improve the effectiveness of feedback
Total
Grand Total (Partial + Yes)

Humanising and Psychological Safety

/16

No

Partial

Yes

1. The impact of loss is actively considered when making change
2. People do not get blamed if they make an error
3. People admit errors commonly and freely
4. People regularly put ideas forward to help the change
5. People ask for help if they are stuck
Total
Grand Total (Partial + Yes)

/10

Change Leadership (as a change leader…)
1.

No

Partial

I am actively involved in that change daily

2. I can clearly describe the need and vision for change (in less than 1 minute)
3. I demonstrate and prove my accountability for the change
4. I actively listen to feedback from my team and stakeholders
5. I do not get involved in day-to-day detail unless invited to do so
6. I admit and openly take responsibility to learn from my mistakes
7. I ask for feedback on my own performance from the change team
Total
Grand Total (Partial + Yes)

/14
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Communications
1.

No

Partial

Information about the change is fully open and visible to all

2. Change progress is open and visible to all stakeholders
3. We have a schedule for awareness, training and listening sessions
4. We provide a way for people to anonymously ask questions or raise concerns
5. All communications contain a call-to-action
6. Successes we experience are shared to teams and stakeholders
7. Different media (video, images, interviews) is used in communications
8. Guides are produced and iterated to help people change
Total
Grand Total (Partial + Yes)

/14

Based on these results, I am going to take the following actions:

1

2

3
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6
Frameworks for Making Change

Given that the execution of change is such a common concern for organisations, it’s not
surprising that there are already frameworks available that help you to deliver more reliable,
more consistent change. Here are some frameworks for change and related analysis work that
you may wish to investigate further and try out in your own organisation.
No recommendations are provided, excepting that you should be conscious that ‘heavier’
frameworks require more effort and may – in very changeable environments – be too
unresponsive. Links, where available, are summarised in the references section of this book.

Change Management Frameworks
Prosci ADKAR Model [23]
The Prosci ADKAR Model (ADKAR) has been used for more than 20 years and therefore has
some pedigree (and built in learning) in helping change happen. ADKAR approaches change in
a five-step model and focuses attention on the change lifecycle, from, a current state through
a transition to achieve and embed a future state.
Current state phase focuses on understanding change goals and benefits, addresses initial
fears and begins to build a momentum for the change. Transition state focuses on the skills
that people need and getting them to attempt to use them, with Future state focused on
maintenance to maintain benefits and not revert to the original state.
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A summary of the model is as follows:
A – Awareness of the need for change			
D – Desire to support the change				
K – Knowledge of how to change				
A – Ability to demonstrate skills and behaviour		
R – Reinforcement to make the change stick		

Current state
Transition phase
Future state

Kotter’s 8-Step Process [24]
Kotter’s methodology is based on many years of observation of leaders and organisations as
they were making change. It is a complete model, taking organisations from the original idea to
institution of the change. The model continues to be actively developed, and the steps today
are below. We’ve included some narrative about the intention of the stages.
Step

Step Summary

1.

Create a sense of urgency

-

Why would anyone change? what would win hearts and minds?

2.

Build a guiding coalition

-

The team that will lead the change

3.

Form a strategic vision and initiatives

-

What specifically is the aim, and what steps to take?

4.

Enlist a volunteer army

-

Involve people to create momentum

5.

Enable action by removing barriers

-

Act on the things slowing change down

6.

Generate short-term wins

-

Highlight success to build more momentum

7.

Sustain acceleration

-

Don’t stop pushing when success starts to happen; push harder

8.

Institute change

-

Anchor the change to organisational ‘normal’ so it doesn’t revert

Lewin’s Change Management Model [25]
Lewin’s model for change is one of the earliest here, first proposed in 1947. At the level
presented here, the model is simple with 3-steps, although for each there is some
comprehensive thinking that can be done. The model, by its language, does imply that
there is a stable, fixed state either side of the change. In a very changeable environment
that’s not an assumption that stands firm, however even in those environments the model
includes useful concepts for analysis.
Unfreeze

- Preparation stage. Focus is on understanding current perceptions, current
processes and creating the motivation for change.

Change

- Transition stage. The period where people adopt new ways of working and is
considered as a phase rather than a one-off event.

(Re)freeze - Closing stage. A focus on locking-in the change that has been made to the
organisation.
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Related Analysis Frameworks
McKinsey’s 7-S Model [26]
McKinsey’s 7-S Model is a business performance and analysis tool. In change, the model can
be used to better understand the current and future states such that the impact of change can
be understood, and alignment maintained. As a result, the model can often promote change.
The 7 components are:

McKinsey’s 7-S Model
1.

Systems
Procedures, practices and processes
for how work should be done.
2. Strategy
The organisation’s purpose and 		
competitive position
3. Structure
How teams and work are organised
4. Skills
Individual, team and organisational 		
capability
5. Staff
The ‘human resources’ within the 		
organisation
6. Style
How people and teams are led; the 		
style of leadership
7. Shared Values
The core values of the organisation

McKinsey’s 7-S Model [27]

Burke-Litwin Causal Model of Organisational
Performance & Change [28]
This model provides one of the most detailed analysis tools relating to change. The model
comprises 12 dimensions that can be used to understand change in more detail, both from
a high strategic level and lower, individual employee’s point of view. The model encourages
understanding of how the dimensions interplay, feeding into strategies for making change. The
12 dimensions of the model are:
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1.

External Environment

-

What’s going on outside, and how does that impact the organisation?

2.

Mission and Strategy

-

The aims of the ‘top table’ and how they are perceived in the
organisation

3.

Leadership

-

Identify the key influential leaders within the structure

4.

Organisational Culture

-

An understanding of the explicit and implied ways of working

5.

Structure

-

A study of hierarchy and authority both formal (org chart) and actual
in-practice

6.

Systems

-

The formal procedures for how things get done

7.

Management Practices

-

How closely aligned are managers to the strategy of the organisation?

8.

Work Unit Climate

-

How do the staff within the organisation think, feel and expect?

9.

Tasks and Skills

-

Understanding and mapping of roles/functions and skills needed

10. Individual Values and Needs

-

Awareness of individual drives and motivation

11. Motivation Level

-

How motivated are people? What is it that motivates them?

12. Individual and Overall Performance

-

What are the numbers?
satisfaction etc.

Profit, productivity, budget, customer

Diffusion of Innovations [29]
This is a theory first popularised by Everett Rogers’ in his book “The Diffusion of Innovations” [29],
although earlier references can be found. The concept we’ll concentrate on here relates to
adopters, or ‘the adoption curve’ for an innovation, where people may ‘jump in’ to a new concept
or hang well back until others have proven effectiveness. Of the 100% of market share, adopters
are grouped (by volume) into their respective habits.

Diffusion of Innovations

Blue – adoption, Yellow – Cumulative
market share
1. Innovators (2.5%)
The first group, willing and financially able to take
risks and endure losses. Comfortable with uncertainty.
2. Early Adopters (13.5%)
The second 13.5% are the ‘influencers’ with social
position. Will evaluate and join trends that uphold
that position of influence. Financially stable against risk.
3. Early Majority (34%)
The third group follow the leadership of the early
adopters, following in time what they do.
4. Late Majority (34%)
The fourth group will be cautious and doubtful of
the innovation, with limited means. In contact with
McKinsey’s 7-S Model [27]

late majority and influenced there.
5. Laggards (16%)
The fifth group avoid change and are focused on
tradition. Limited means.

There are clearly parallels to change in business with this model. A change team may be the
innovators, early adopters the first voluntary groups of support through to the laggards who will
finally support the change or may decide to move on from the organisation.
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Related ‘People’ Frameworks
Satir Change Management Model [31]
The Satir Change Management Model, developed by Virginia Satir, a pioneer of family therapy,
helps us to understand the stages that we, as humans, go through when change happens. By
doing so it’s possible to improve our change strategies by incorporating mitigating or capitalising
actions. The six areas of focus are:
1.

Late Status Quo

-

The starting position, where an individual or team is in their ‘old’ world.

2.

Foreign Element

-

The event that sparks the need for / awareness of a needed change.

3.

Chaos

-

The phase where the next steps are yet unresolved. Unpredictable,
unfamiliar, confused, it is important to help people move beyond this.

4.

Transforming Idea

-

The ‘aha!’ moment where an individual or team understand
(or work out) a way forward from the chaos.

5.

Practice and Integration

-

Iterations of trial/error/refinement as you build confidence in the
effectiveness of the transforming idea and the new world.

6.

New Status Quo

-

Practice means that operating in the new world becomes second
nature.

William Bridges’ Transition Model [32]
This model, like the Satir Change Management Model, is about people and understanding
better what reactions to change will occur. The model, used when planning for change, can
help create better strategies that in turn deliver more consistent results. The three areas of the
model are:
1.

Endings

-

Reviewing and recognising what is going to be lost through the
change, whether that be (for example) teams, processes, behaviours
or assets.

2.

Neutral Zone

-

A ‘middle’ phase where the old situation from the previous step is ‘let
go’, while the new situation is still being formed and embedded.

3.

New Beginnings

-

A reorientation to the ‘new’ world, with a new identity and understanding
for those people involved; they have moved from the old to new.
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How would it feel if you were more successful
making change happen?
Change is a constant within IT, whether we’re responding to external events or are
making our own waves. Humans can be very good at changing and adapting, so
why do so many change initiatives fail? This book will provide some answers to
that question, and much more, from the psychology and neuroscience of change
to frameworks and checklists for you to use when making or needing to respond
to change.

›› Discover the reasons business change fails
›› Learn about the psychology and neuroscience of change
›› Dispel the myth that ‘People are Resistant to Change’
›› Develop your strategies to make change stick
›› Use our change health-check to strengthen your plans
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