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From John Kotter’s article in Harvard Business

Review, Mar-Apr 1995.....Avoiding the 8 OUtFome
Common mistakes in Organisational Delivery
Transformation programmes.... Network

..... and using this knowledge

To Prepare Better and Lead Brilliantly W h y

Transformation

3. Harvest Beneﬁts on 1. Prepare Better,
schedule Lead Brilliantly
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Establishing a Sense of Urgency

Examining market and competitive reclliﬁes
Identifying and ing crises, p | crises, or major opportunities

3 l.

Forming a Powerful Guiding Coalition

Assembling a group with snough power to lead the change effort
Encouraging the group to work together as a team

A

Creating a Vision
Creating a vision to help direct the change effort
Developing strategies for achieving that vision I I

Communicating the Vision

Using every vehicl ible to i the new vision and strategies
Teaching new behaviors by the example of the guiding coalition

Empowering Others to Act on the Vision

Getting rid of obstacles to change

Changing systems or structures that seriously undermine the vision
Encouraging risk taking and nontraditional ideas, activities, and actions

Planning for and Creating Short-Term Wins

Planning for visible performance improvements
Creating those improvements
Recognizing and rewarding employ involved in the impr

Consolidating Improvements and Producing Still More Change
Using m:rouscd :rodlbllity to chunge systems, structures, and poli:los that don't fit the vision
Hiring, pr and d who can impl t the vision
Reinvigorating the process with new proiocrs and ch

Institutionalizing New Approaches

Articulating the connections between the new behuvwrs cnd corporate success
Developing the means to ensure leadership d P t an

How to Transform Your Organization

Eight Steps to Transforming Your Organization

Institutionalising Learning

What’s our change delivery
experience (what do we
need to learn from, and
sort)?

What have we tried before
that has now been
successful?

Are we willing to try a new
approach?



Considering Kotter’s advice

What can we learn from leading practice?

Have we established a sense of urgency on the need for

change?

Do we have a powerful guiding coalition to lead the
change?

Have we established a clear Vision for change?
Do we communicate the vision for change well?

Leaning from Kotter's Lessons (Why
Transfromation Efforts Fail?)

Establishing a

5. Have we empowered others to act on the change visic sense of urgency
do we have bureaucratic control processes? Institutionalising Forminga
. New A h Powerful Guiding
6. Do we plan to create short term wins? ew Approache Coalition

7. How effective are we at consolidating improvements?
e : 3
8. Do we institutionalise new approaches well: Consolidating

Creating a Vision
Improvements

How do we improve from our current

Planning for an .
ommunicating

H = Creating Short .
pOSI'CIOh? term wins the Vision
Empowering
“===Target Score Others to Act on

@ Current Assessment the Vision




As described in our other tools and in the AOD manual, we start with creating the vision for change. AOD’s
Show-Me Events are the compass to define our direction of travel on our change journey.

If you have been following our approach and using the other tools, you will know we define direction of travel
and then create right to left plans — working backward from desired outcomes — to create our tipping points and
milestones in our transformation plan — as two of the principle deliverables in our Prepare Better & and Lead
Brilliantly stage. But this just gets the core team aligned around the direction and plan the Executive wish the
company to follow.

So now, again before we actually start significant investment cash outflows, we recommend broadening staff
engagement and understanding by undertaking a change readiness assessment. This tool establishes for those
running a change programme important baselines against which we can test understanding of, and support for,
the transformation plan and purpose. We also use part of this survey to test that we are learning from Kotter's’
lessons and that we are developing and engagement approach in communications planning that will present us
with the best change of collective success in our change efforts.

One we have assessed the current state of understanding the tool overleaf refers its analyzers back to the
appropriate ‘how-to’ guide steps in the AOD manual.

“A vision without a plan is a wish, a plan without a vision is a nightmare”.......Chinese proverb
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Current
Assessment

Establishing urgency

Developing Change
Leadership

Defining an
Outcome Based
Vision

Communicating the
Vision

Empowering teams
to Act

Planning for and
Creating Short term
wins

Consolidating
Improvements &
Changing more

Institutionalizing
New AOD and other
Approaches

Now awareness of
need for change or
competitive threat

Change not on
management team
agenda

our leaders don't do
'visions'

no vision
communicated

no formalized
performance
management approac

staff not involved in
short / long term
business planning

no business
improvement focus or
desire

we don’t encourage
cottage industries to
thrive

No real drive for
change visible from
leadership

drive from single
department / mgt
team member

change' scanning' / 'number of senior team

thinking allocated

vision and direction
delegated to strategy
director

inconsistent views
helped by top team
and their delegates

performance
management

h processes encourage

new ways

teams involved in
short term business
improvement planning

active challenge to
process inefficiency -
call-outs when
inconsistent with vision

teams encourages to
scan / assess other
approaches

have responsibility

vision understood by

some collective

understanding of need accepted and agreed by

and drivers

active discussion of
change, threats &
opp'ys at mgt team

top team vision

top team but comms communicated but not

are inconsistent

Regular staff briefings
on vision and progress

senior team actively
remove blockers to
change

improvement efforts
resourced, planned
and funded regularly

appoint change agents

to challenge and drive

process and structural
change

HR and Comms
articulate links with
new behaviours and

change success

acted upon

full briefing cascade
and various media
involved

new work instructions
mad processes are
issued to embed A and
felicity required

Business improvement
successes recognized
and rewarded locally

performance
management
processes rewards
change and
improvements

leaders demonstrate Leadership development

change behaviours and
lead change

shared A accountability
demonstrated by whole

burning platform' /

senior team

mgt team

vision communicated
well and commitment
demonstrated through
socialization
top team share the
comms role and lead by
example in stressing
need for change

leaders and systems
promote risk taking and
reward new approaches

business improvement
culture widely
recognized across
organization

process challenge to
ways of working is the
norm

and change mgt path
clear to all

* Building on the ideas of John Kotter

Change Analyzer Score




Institutionalizing
New AOD and

other

Analyzer Example

Leaning from Kotter's Lessons (Why Transfromation Efforts Fail?)

Establishing
urgency

Developing
Change
eadership

Approaches

Defining an
Outcome Based

Consolidating ===Target Score

Improvements &
Changing more

Vision

e==Current Assessment
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Outcome
Delivery
Network

Will you try and avoid the usual mistakes?
AOD can help you. Call or contact us:



