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If you would ask me to summarize our field of expertise in
20 points, this e-book would be my answer. It contains my
personal view on the basics of Organizational Change
Management.
I use it as a companion to my trainings on Change
Management because I don’t do PowerPoint. I do People
instead.
You will note that the pages of this e-book can be used
separately - that is: one shortcut per page.
You will find out about my heroes, big and small. Thinkers
and doers. Hard and soft. Rational and off the charts. So
in a sense this e-book tells a little bit of who I am.
Please use it for your own learning and teaching and pass
it on.
Here’s the deal:
-If you like it, share it.
-If you think it can be improved, let me know.
I consider it a privilege to welcome you as a reader!
Luc Galoppin - April 2010
PS: This is the first e-book of a series of 4 that I
intend to publish in 2010.
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1. Two Sides to Every Change
There are always two sides to a change story: the visible and the invisible. The visible is
about what you know and do (the rational part), and the invisible is about how you feel (the
emotional part).
It is fairly easy to tell people what they should know (Knowledge) or what they should be doing (Skills)
in response to a certain change. But when it comes to Motivation, the $64 million question is: How will
we make people want (Motivation) to change?

Have you noticed how one and the same change, however small, causes a whole range of reactions
depending on who is involved? A simple experiment is to observe how a small change (be it moving
from one building to another one across the road or the change of your desktop PC) results in winners,
losers, victims, rescuers, persecutors, and “us and them.”
Regardless of how neutral the change may be, the way we react upon it is always personal.
Plato (428/427 BC – 348/347 BC), in his dialogue Phaedrus, paints the picture of a
Charioteer driving a chariot pulled by two horses. The Charioteer represents intellect
and reason; the first horse represents rational or moral impulse or the positive part of
passionate nature; the second horse represents the soul's irrational passions,
appetites, or concupiscent nature. The Charioteer directs the entire chariot/soul,
trying to stop the horses from going different ways, and to proceed towards
enlightenment. (source: Wikipedia)

Like Plato's Charioteer and Horses the
analogy of an Elephant and its Rider has
become extremely popular since the
beginning of 2010. The Rider represents the
rational and logical. The Elephant, on the
other hand, represents our emotions, our gut
response. They are two parts of the human
mind.
The Rider decides the direction he wants to go
and sets off, but it is the Elephant, the
emotional side, that’s providing the power.
The Rider can try to direct the Elephant, but
in any direct contest of wills the Elephant is
going to win - It has a six ton advantage.
(Hawkins, Benjamin Waterhouse. ''A comparative view of the human and animal frame''. 1860. [Plate six - Man, and the elephant, and explanatory text], pp. 18 ff.

Jonathan Haidt is
associate professor of
psychology at the
University of Virginia.
His book The Happiness
Hypothesis examines
ten "great ideas" dating
from antiquity. The
elephant and the rider is
the main theme throughout this book.

The Heath brothers. Dan Heath is a Senior Fellow at Duke
University's CASE center. Chip Heath is Professor of
Organizational Behavior in the Graduate School of Business
at Stanford University. They have
co-authored the best-sellers Made
to Stick and Switch. The latter
takes the Elephant & Rider model
to make our expertise actionable.
It is a must-read for
organizational change managers.
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2. Emotions, Moods & Feelings
A recent survey conducted by the McKinsey Quarterly (2006) among 1,536 executives of
publicly and privately held businesses across a full range of industries reveals the
importance of emotions in the success of an organizational change.
The respondents who experienced a performance transformation over the past five years were asked to
rate it on a scale ranging from completely successful to completely unsuccessful. Those who rated their
transformation as Completely/Mostly Successful and Completely/Mostly Unsuccessful were asked what
characterized the mood in the organization during the transformation.

Source: The McKinsey Quarterly (June 2006) global survey of business executives. Organizing for successful change
management: A McKinsey Global Survey

The graph below shows the responses to that question for both successful and unsuccessful
organizations. McKinsey concludes that negative and positive moods are reported in roughly equal
proportions, with anxiety as the most common emotion, ahead of confusion, frustration, fatigue, and
resistance. Among the positive moods, a sense of focus, enthusiasm, and feelings of momentum occur
roughly equally. Finally, more of the top performers report positive moods, especially focus and
enthusiasm.

My thoughts:
1. This research confirms that you will be confronted with anxiety and resistance, regardless
of whether the change is positive or negative.
2. You can channel these emotions to the benefit of your change in order to obtain more
clarity and less confusion.
Should we avoid and minimize emotions in an organizational change effort?
That would be like cooking without a heating source.
I guess the real question is:
How do we channel these emotions so they can fuel your project instead of blocking it?
ORGANIZATIONAL CHANGE MANAGEMENT: 20 SHORT CUTS
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3. The Cycle of Life and Death:
Ground Zero of Change Management
It is striking how the major insights of the change cycle come from two angles that are – at
first sight – the opposites of one another: development psychology and research on death
and dying.
Psychologists and biologists observed that we typically find children whining and more difficult when
they learn something new and it often takes a while before they adapt to and assimilate these new
abilities.
For human development “Things will get worse before they get better.” is almost a law of nature: a
biological upgrade of our brain software leads to a drop in performance before picking up and using our
newfound abilities.

On the complete other side of the spectrum, Elisabeth Kübler Ross has described her work with
terminally ill patients and found that they typically come to terms with their prognosis in five stages:
- Denial,
- Anger,
- Bargaining,
- Depression, and
- Acceptance.
In these cases it is self esteem that shows a serious backdrop and picks up with acceptance in the same
way as an infant coming to terms with its new abilities.
Although most organizational change is not of a life-or-death nature, people may experience
similar stages as they adjust to it, making Kübler Ross’s advice highly applicable.

Jean Piaget (1896 –1980) is the
father of child-psychology. He
discovered that each development
stage prepares the child’s brain-mind
for new potentials. If appropriate
responses for those potentials are
given in a safe space, learning is
automatic, spontaneous and natural.

Elisabeth Kübler-Ross, M.D.
(1926 2004) was a Swiss-born
psychiatrist and the author of
the groundbreaking book On
Death and Dying, where she
first discussed what is now
known as the Kübler-Ross
model.
(source: Wikipedia)
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4. One, Two, Three ... Change!
"All good things come in threes" – that is my way of saying that I can not cope with more
things at the same time. So I tend to reduce reality to a maximum of three dimensions.
As a matter of fact, there are three insights about organizational change management that are
somewhat related because I can see three distinct phases in each of them. Have a look at the drawing
below:
First, Elisabeth Kübler Ross, in
her research on death and dying
distilled the five stages of grief.
Ever since its publication in
1973 it has been commonly
regarded as the "cycle of
change".
Second, about 25 years earlier,
Kurt Lewin published his
thoughts on overcoming inertia
and dismantling the existing
mindsets in a model commonly
referred to as the unfreezing –
changing – refreezing model. No
change will occur unless the
target organization is unfrozen,
and no change will last unless it
is refrozen.
Third, Arthur Schopenhauer,
who produced most of his
writings even 100 years earlier
than Lewin, made this
remarkable statement about
three stages of "truth".
I find some "truth" in all of
them, but most of all I find the
combination inspiring:
1. As ‘unfreezing’ actions and
initiatives are being set up you
are likely to receive responses
that ridicule your initiatives.
Most people react from a
position of denial and anger.
2. In ‘changing’ times opposition takes all kinds of faces and you should prepare for a drop in
performance and self esteem. People hit the bottom
of desperation once they realize that the world as
Kurt Lewin (1890-1947) was a
they know it will never return.
3. Finally, once the transition stage is accomplished
and people start to accept the aspects of their new
reality, most of the things they ridiculed in he first
stage are regarded as self-evident. That’s when
you know refreezing actions can start, anchoring
the new reality.

ORGANIZATIONAL CHANGE MANAGEMENT: 20 SHORT CUTS

German-American psychologist,
known as one of the modern
pioneers of social, organizational,
and applied psychology. He was
one of the first to study group
dynamics and organizational
development.
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5. The One Mistake We All Make
It is not an easy thing to go through the dynamic of emotions and at the same time keep a
clear perspective. Eventually, change gets personal, and in an organizational context we are
not used to this. So we fall prey to “The One Mistake We All Make”
When we are confronted with a change in our own organization:
1. We often don’t know how to deal with strong emotions in our organization. We think they should be
over and done with before they started.
2. We don’t trust one another to deal with emotions constructively.
3. We know something must happen, but we don’t know how.
4. We are afraid of our own emotions because we are insecure in ourselves.
So when it comes to making a change happen in an organization, a team or a project, we act as if a
different logic applies. We somehow seem to think the natural cycle of change does not apply to our
project, as is shown in the figure below.
The false expectation that is shown here is caused by the
fact that we look at organizational changes purely as a
mathematical exercise. When reality settles in, we are
puzzled by the emotional responses to the change and
terrified by the delays and the drops in performance. But we
are only witnessing nature having its way.
Emotional and psychological factors ultimately decide over
the duration and success of the organizational change.
Whenever people are involved performance will drop and
resistance will come. Either we ignore it until the last minute
or we accept it as a given and make it part of our approach.

The bottom line is that we need to go through the roller-coaster of our own changes in order to have
the respect and authority to lead others through the organizational change.
On the sketch below I visualize the analytic
Rider assuming a logical straight line from the
present state to the future state. This line,
The One Mistake We All Make - is best
described as ‘Analyze – Think – Change’.
The Elephant on the other hand –
representing the emotional side – tips into
the cycle of change as described by Elisabeth
Kübler Ross. Have a look at the rider
stubbornly holding on to that straight line.
Turns out that in times of change motivation
is more important than math.
The nature of things is ‘See - Feel Change’. Therefore you should create an
emotional case for change and not just an
analytical one.
Always remember:
The Rider can try to direct the Elephant, but in any direct contest of wills the Elephant is
going to win - It has a six ton advantage.
ORGANIZATIONAL CHANGE MANAGEMENT: 20 SHORT CUTS

page 8

IF YOU CAN’T EXPLAIN IT TO YOUR GRANDMOTHER, FORGET IT.

LUC GALOPPIN

6. Be the Change
Every year, thousands of runners are injured due to leg and foot pain. In response, athleticshoe companies have invested fortunes into high-tech cushioning, arch support, and shock
absorbers. But despite these efforts, as many as six out of ten runners get injured every
year.
In his latest book Born to Run, Christopher McDougall describes an epic
adventure that began with one simple question: ‘Why does my foot
hurt?‘ In search of an answer, Christopher McDougall sets off to find a
tribe of the world’s greatest distance runners and learn their secrets, and
in the process shows us that everything we thought we knew about
running is wrong.
Born to Run is a compelling story. So as a reader you may think you are
reading a great fiction story. Until … you go surfing on the web and you
find out that every fact and character of the book is real.
Barefoot Ted, for example is one of those amazing characters that have
helped McDougall to the flip the question: If shoes are not the
solution, could they possibly be the problem? This is a mindset many
organizational change practitioners can learn from.
On his website he describes himself as ‘committed to re-discovering our primordial human potential’.
And boy, is he committed! For more than a decade, Barefoot Ted is being the change he wants to
see in the world. This quote is attributed to Mahatma Ghandi; and just like Ghandi, Barefoot Ted’s
approach is founded in nonviolence. He does not ‘fight’ the old paradigm. Rather he:
- is an example of the new paradigm;
- embraces every bright-spot he can find;
- builds a community of fans and has devoted his whole existence to barefoot running;
In short, Barefoot Ted is an Organizational Change agent like not other. But Barefoot Ted also has
interesting things to share about paradigm shifts and how they occur. As you can imagine barefoot
running is a hot topic in runner’s circles and far beyond because shoe companies and just about half of
the medical world’s advice is at stake: barefoot running rocks the status quo.
Slowly but surely, there are shoe companies that have adapted to the virtues of barefoot running: the
Vibram FiveFingers is a good example. Pondering over this evolution he says:
“I always knew that the only way barefooting was going to become a true, mainstream hit was that
there was going to have to be a product…something people could buy. And the VFF is that product…, or
from my perspective, Trojan Horse. The Vibram Fivefinger is a foot glove. No support, no real
cushioning. Yet, it is a thing I can buy. A solution that can be purchased. Consumer cultures feel
comfortable with it.”
And this is OK for Barefoot Ted, as he continues:
“It seems the real message of the VFF is that your foot is just fine AS IT IS! That regaining strength
and range of motion in your foot is a worthy goal. That you are not broken by default.”
The Moral: Barefoot Ted understands that being right is not enough.
You need to shape the path (in this case with a commercial product), so the crowd
becomes a tribe and will follow more willingly.
Barefoot Ted is an independent
athlete committed to rediscovering primal natural human
capacities and encouraging others
to do the same. His personal
journey is outlined in the best
selling book "Born to Run", a book
he likes to call his PhD thesis that
he didn't have to write.
ORGANIZATIONAL CHANGE MANAGEMENT: 20 SHORT CUTS

Christopher McDougall is the
author of Born To Run. He is a
former war correspondent for the
Associated Press and is now a
contributing editor for Men's Health.
He has written for Esquire, The New
York Times Magazine, Outside, Men's
Journal, and New York.
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7. Chaos and the Kitchen Sink
Virginia Satir developed her change
model after observing individuals and
families experience a wide range of
changes. It highlights two key events that
move an individual’s experience in and out
of chaos: the foreign element and the
transforming idea.
Satir describes the initial state as one of
maintaining the status quo. We all have
experienced times in our lives where day-to-day
events continue as they have done in the
previous days. Partially numbed we can predict
what tomorrow will look like: automatic pilot.
That is because the outcome is predictable: if
you continue to do what you were doing, you will
continue to get what you are getting. So why
would you even think about changing?
But watch out when
something new enters your
stable system (be it your
organization, your family or
your relationship). Satir
calls it a Foreign Element:
a factor that is previously
not present (a
reorganization, a family
member passing away, an
illness).
A period of chaos
follows: your world turns
upside down or inside out.
Moods of all colors and
sizes are popping up:
disbelief, denial, emotional
numbness. Sometimes people try twice as hard
to pretend that nothing changed. Others will try
to sabotage new ideas and give up on trust. But
often - when things have reached their very
worst - from somewhere - usually from within
the very depth of a person - a crucial insight
occurs that transforms the situation. As Albert
Einstein is often quoted: “In the middle of
every difficulty lies opportunity.”

Virginia Satir (1916 - 1988) was
known especially for her approach to
family therapy and her work with
Systemic Constellations. She created
the "Virginia Satir - Change Process
Model" through clinical studies.
(source: Wikipedia)
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So the real question is: How do we get
out of chaos? How do get to that
transforming idea? That’s when the FlyLady
comes in.
The Flylady is a coach to thousands of
families to get rid of chaos. She defines CHAOS
as “Can't Have Anyone Over Syndrome”. If your
home is such a wreck that just the thought of an
unexpected visitor gets you hyperventilating the
Flylady can help you. She has a system to bring
back peace to your home - one baby step at a
time.
Her secret? She resists the temptation of
setting up enormous plans and complex
methods. She knows that a solution that is as
complex as the problem will not work.
Instead, she goes for simple
routines that get rid of
clutter and put your home
and life back in order. It all
starts with a shiny sink. Next
are the daily and weekly
routines and a control
journal. Baby-steps is the
key word here. When people
are paralyzed and
overwhelmed by a problem,
the last thing they need is a
solution that is as big and as
complex as the problem.
Regardless of the
magnitude of the
problem, the key to get
the elephant moving is to shrink the
change.
Therefore the advice of the Flylady is simple:
‘5-minute room rescue’, ‘Drink your water’, ‘Don't
obsess, set your timer for 10 minutes for each
task, then QUIT!’ .
And at the end of the day you have real
progress.

Marla Cilley aka the FlyLady, is
mentor to hundreds of thousands of
women around the globe through a
mentoring system she started in
1999 on the Internet. She is the
author of Sink Reflections.
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Intermez-Zoo
The balancing act between the Rational and the Emotional and the cycle of change has
inspired a lot of authors. It is remarkable that the best sellers successfully use animals to
make their point. Here are four masterpieces that have ZOO’d in on Change Management
Who Moved My Cheese?

Fish!

(Spencer Johnson)

(Stephen Lundin)

Change is inevitable,
growth is optional" is
the central message of
this book. This simple,
yet provocative short
story presents four
types of people in the
characters of mice
(Sniff and Scurry) and
little people (Hem and
Haw). The four of them
travel inside the maze
in search of cheese.

Whatever feelings we
experience are not an
outside event but the
result of our personal
choice on how we
perceive our
environment. It is the
basic insight that is
underlying one of the
keypoints of this book:
Choose Your Attitude –
Each day you choose
how you are going to
act or which "side of the
bed" you wake up on.
The choice is yours and,
the way you act, affects
others.

The "cheese"
symbolizes what people
desire to achieve in life,
whether it is a fulfilling
occupation, a satisfying
relationship, material
wealth, physical wellbeing, or a sense of
peace. The "maze" is
the environment a
person searches in, to
get what they want, be
it a company one works
in, a family or
community one lives in.
Through this analogy,
the author illustrates
the common reactions
that people experience
as they face unexpected
change in their lives
and provides some
timeless truths how to
be an overcomer.

In this fable Mary Jane
Ramirez is inspired by
fishmongers at Seattle's
Pike Place Market, to
transform her
company's "toxic energy
dump" into a fun and
happy workplace. While
some may find the story
line and prescriptions such as "Choose Your
Attitude," "Make Their
Day," and "Be Present"
- downright corny,
others will find a good
dose of worthwhile
motivational
techniques.

ORGANIZATIONAL CHANGE MANAGEMENT: 20 SHORT CUTS

Our Iceberg Is Melting

Switch

(John Kotter)

(Chip & Dan Heath)

The fable is about a
penguin colony in
Antarctica. Then one
curious bird discovers a
potentially devastating
problem threatening
their home but no one
listens to him.

The Heath brothers use
the analogy of an
Elephant and its Rider.

The characters in the
story, Fred, Alice, Louis,
Buddy, the Professor,
and NoNo, are like
people we recognize —
even ourselves. Their
tale is one of resistance
to change and heroic
action, seemingly
intractable obstacles
and the most clever
tactics for dealing with
those obstacles.
It's a story that is
occurring in different
forms all around us
today — but the
penguins handle the
very real challenges a
great deal better than
most of us.
The book is based on
John Kotter’s Eight
Steps model, a
widespread stepping
plan for implementing
change.

The Rider represents
the rational and logical.
The Elephant, on the
other hand, represents
our emotions, our gut
response. They are two
parts of the human
mind and the premise
of the book is that
change management
initiatives need to
address both Rider and
Elephant in order to
change.
The structure of the
complete book is based
on this metaphor and as
a reader you can derive
a very clear action plan
fof implementing
change. The trick is to
find the balance
between our powerful
drives and our reason.
The authors' lessons are
backed up by anecdotes
that give concrete
guidance in their three
steps: 1. Direct the
Rider, 2. Motivate the
Elephant and 3. Shape
the Path.
page 11
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8. The Chasm
Marketers know more about how to cope with a changing environment than any other people
inside an organization. In fact, the survival of organizations depends on their marketers’
ability to respond to the “more-better-faster-now” changes.
For starters, in a 1962 book called Diffusion of Innovations, Everett Rogers stated that adopters of any
new innovation or idea could be categorized on a classic bell-shaped curve as described here:
Innovators (2.5 %) , Early Adopters (13.5%), Early Majority (34%), Late Majority (34%), Laggards
(16%)

Geoffrey Moore’s observations come close to what you can expect when introducing a shift inside your
organization, be it a new performance evaluation system, new software or simply moving from one
building to another. According to Moore:
- Technology Enthusiasts (Innovators) are explorers.
- Visionaries (Early Adopters) are more geared towards exploitation. They are not especially bothered
by the fact that the product doesn’t work. They are willing to make it work.
According to Moore, early adopters are technology enthusiasts looking for a radical shift, while the early
majority wants a productivity improvement. Both groups are divided by a chasm.
- Pragmatists (Early Majority) want a product that works. They want a 100% solution to their
business problem. If they get the 80 % that delighted the visionary, they feel cheated, and they tell
their pragmatist friends.
- Conservatives (Late Majority) buy products because they really have no choice. They are not
reassured by having books about the product,because the existence of books implies the product isn’t
simple enough to use. Conservatives will not tolerate complexity.
- Skeptics (Laggards) are not going to buy, though they may talk other people out of buying.
The problem in crossing the chasm is that the visionaries aren’t good references for the
pragmatists. Pragmatists want references from other pragmatists.
Everett M. Rogers (1931 - 2004)
was a sociologist, communication
scholar, writer, and teacher. He is
best known for originating the
diffusion of innovations theory and
for introducing the term early
adopter.

Geoffrey Moore is a Silicon Valley
based high technology consultant
and author. His books are derived
from his Silicon Valley consulting
work and earlier work by Everett
Rogers.
(source: Wikipedia)
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9. Employees as Customers
Customer relationship management (CRM) was hot in the previous decade. CRM is the art of
building learning relationships with your target audience. In organizational change settings
we often find a lack of interest when it comes to building a learning relationship between the
project team and the organization. CRM tells us how to mitigate that if we are willing to
replace the “c”of customer with the “e” of employee.
Seth Godin - one of the pioneers of CRM - introduced the concept of Permission Marketing in 1999.
According to Godin, there are six levels of permission that describe the relationship with a customer:
1. Intravenous Treatment: The doctor
treating you in the emergency room
doesn’t have to sell you very hard on
administering a drug.
2. Green Stamps: Executives suffer
through long layovers to gain frequentflyer miles. Here, the company rewards
customers in currency they care about.
3. Personal Relationships: The corner dry
cleaner enjoys implicit permission to act
in your best interest. A favorite retailer
can "upscale” you (recommend
something more expensive) without
offending you.
4. Branding: Given a choice between the known and the unknown, most people choose the known.
5. Situational Selling: If you’re in a store and you’re about to make a purchase, you often welcome
unsolicited marketing advice.
6. Spam: Where most marketers live most of the time: calling a stranger at home, during dinner,
without permission. You wouldn’t do it in your personal life. Why do it to potential customers?
The six levels of permission can help us to get more clarity about our position in relationship with the
organization. It becomes even more interesting when we start weaving in the insights of Malcolm
Gladwell, who investigated what determines the moment of critical mass, the threshold, or even the
boiling point of a marketing effort. He calls it the Tipping Point.
Starting an organizational change program sometimes resembles pushing a boulder up a hill. You seem
to be making an 80 % selling effort for barely a 20 % response. Your learning relationship with the
organization hinges on the lower levels of permission, as you are in the beginning of a relationship. You
will soon find out that - as you increase the permission level - you will get the buy-in from pragmatists
and conservatives.
As you move from project propaganda towards involvement and ownership, the boulder starts
rolling as a result of the people going through the change cycle. That is when you have reached the
tipping point.
Seth Godin (1960) is an
American author and an
entrepreneur. Godin popularized the
topic of permission marketing and
has published 11 books. His books
Tribes and Linchpin are

Malcolm Gladwell (1963) is a
Canadian journalist and author He
is best known for his books The
Tipping Point (2000), Blink (2005),
Outliers (2008), and What the Dog
Saw: And Other Adventures
(2009).

(source: Wikipedia)
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10. The Speed of Change
Simplicity and synchronization. These are the factors that determine the speed of change
and the moment when they matter most is the delivery phase of your project.
People – that includes you and me – will only do what they understand. At this point we are not even
talking about resistance. Comprehension is the issue here!

However, there is a relationship: if you do a good job in sense-making you will be rewarded with less
resistance. This implies that you not only tell people what they need to know to make the change
happen, but you also listen, involve them and feed-back to them your understanding.
‘Change all you want, just know that execution happens at the speed of making sense’.
Bill Jensen
In the beginning of a project you may not be aware of the need for synchronization. Your project
may still be building a prototype and you want to spread the word. In that phase any communication
is good communication; whether it is structured or not, prepared or not, accurate or not – anything
is better than radio silence (disclaimer: this is not an advice, it is an observed behavior).
But as you are approaching delivery and increasing the contact moments with your target
audience people will urge you to get concrete, specific, accurate and fast. You will feel as if the big
boulder of the project has reached a tipping point and is now rolling downhill. In other words: from
now on you will have to pace the majority of pragmatists and conservatives who will be pushing you for
concrete details. Therefore, during your communication it is important that you set the right
expectations and that you do not over-promise with regards to delivering prototypes and
demonstrating solutions.
Your team is probably a big team by now and improvisation is no longer a key to success. It is painful
to be applauded for the demonstration of a certain solution only to find out that you overlooked some
important elements because you did not consult the implementation team at large. Its better to align
solutions internally before making promises to the organization. Minor and major incidents in this area
will make you aware that you will need to centralize communication as you are approaching the
delivery.
The one thing to remember when your project is in the delivery mode:
‘Let’s keep it simple and make sure we’re on the same page’.
ORGANIZATIONAL CHANGE MANAGEMENT: 20 SHORT CUTS
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11. How to Eat the Elephant
In all organizational change programs there is a moment when the work ahead looks so
massive that you don’t know where and how to start. Those moments are paralyzing and you
feel pretty small. Project managers refer to this situation as the ‘how to eat the elephant
dilemma’.
Every project manager knows that the answer is ‘bit by bit’ and the classic response is to chunk the
assignment into workable pieces, attribute manpower and materials, define the critical path and
schedule over time. But how do we take care of this elephant when the assignment is along the lines of
‘the organization needs to own the future state’ or ‘people need to adopt the new way of working’ or
‘People need to use this new software to perform their work’. That’s all pretty TBU (True But Useless)

The secret? The elephant is hidden in the target population and the chunks of the elephant are the
audiences that you encounter while introducing a new product or initiative. On the drawing above you
go tail first: making sure that the innovators and the early adopters (most of the times this is your own
core team and the sponsor of your program) get through that change cycle first. Once you have won
their minds and hearts they will help you to attack the next big chunk: the pragmatists (these may be
key users or testers of whatever you are implementing) and so on.
The way to get your target audience moving is not by telling them ‘do something’ but by carefully
organizing your interventions. True, people need the time to make sense of the change, but at the
same time the work needs to get done. The solution then is to combine both. Provide a series of
progressive and smart shaped deliverables that people can shoot at, nicely ordered in the
same direction: forward.
If you think people will whine or be angry you should make sure that they ‘whine forward’ or ‘complain
forward’ People make sense of the change as they react to the prototype of your deliverables. Not only
will this improve the quality and the accuracy of the deliverables, it will also get their minds in motion
and their noses pointed in the direction of the program.
Disclaimer: don’t conclude that you can just throw anything at people’s heads to provoke a reaction
(or worse: have them finish your work). People will only take ownership of the future state if it makes
sense. So listen. Listen. And respect. And listen. And respect. Like you breathe in and out.
ORGANIZATIONAL CHANGE MANAGEMENT: 20 SHORT CUTS
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12. Change Agents and Warcraft
There are three kinds of people one will meet on an organizational change project. It’s that
simple. It gets a bit more complex when they go to war. And if all goes well, they will. So it’s
time for some warcraft wisdom.
Three kinds of people - Who are they?
1. Targets: those that will be required to change behavior and actions. aka: ‘not me’, ‘they’, ‘them’,
‘those people’, ‘the users’, ‘it’, etc.
2. Sponsors: those with responsibility of a change initiative, and the necessary authority to source the
initiative, aka: ‘They’, ‘them’, ‘it’, ‘the ivory tower’, ‘because they said so’, etc.
3. Agents: are empowered by the sponsor to carry out specific tasks related to the change initiative;
aka: ‘they’, ‘them’, ‘who do they think they are’, ‘the project’, ‘not me’, ‘over my dead body’, ‘those
consultants’, etc.)
Initially, agents take responsibility for breaking
the fundamental structures that underpin the
current context and beliefs. Compare this
destructive (literally: 'ground-breaking') work to
the job of commandos who prepare territory for
the infantry as described by Robert Cringely:
“Commandos parachute behind enemy lines or
quietly crawl ashore at night. Their job is to do
lots of damage with surprise and teamwork,
establishing a beachhead before the enemy is
even aware that they exist.”
In order to get things started, agents take on a commando style in order to create the circumstances
for change. Most of the times, the project leader gets the honor of preparing the territory. Whether it is
to obtain commitment for blueprinting, design, testing, training or go-live, without the commando
actions the efforts will be ignored by business as long as there is no pressure or hard evidence that
things will change.
Once the path is cleared, changing can start. Now you will need an infantry of agents to get the job
done: blueprinting, designing, testing, training, collecting and cleansing data, etc. The most important
thing here is that an infantry takes on a structured approach. In the words of Cringely:
“While the commandos make success possible, it’s the infantry that makes success happen. These are
the people who hit the beach en masse and slog out the early victory, building on the start given them
by the commandos. […] Because there are so many more of these soldiers and their duties are so
varied, they require an infrastructure of rules and procedures for getting things done.”
Finally, the new structures are in place, and it is time to refreeze the new processes that have been
installed by the infantry. This is the fragile process of handing over knowledge from project agents to
the target audience. You will find that there is still the need for a military presence by means of local
coaching (often referred to as 'hypercare'). These are the UN peacekeeping troops, a remainder of the
infantry (note: you will find nothing about UN peace keeping troops in Cringely’s book – please allow
me to stretch the concept). Their only purpose is to stabilize the new order and eventually to hand over
to the local peacekeepers: the police.
The one thing you need to remember is that it
takes different team styles: the commandos
are the agents that make success possible
(unfreezing), the infantry make success
happen (changing) and UN peace keepers and
police are needed to refreeze the new
structures and habits like a stabilizing force.
Does this call for a different staffing according to
the phase of your project? Ab-so-lu-te-ly!

ORGANIZATIONAL CHANGE MANAGEMENT: 20 SHORT CUTS

Robert X. Cringely became
popular after writing the 1992
book Accidental Empires: How
the Boys of Silicon Valley Make
Their Millions, Battle Foreign
Competition and Still Can't Get a
Date.
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13. UN Peace Keeping Troops
What happens when the commandos and the infantry head off in the direction of Berlin or
Baghdad, advancing into new territories? This is the fragile work of handshakes, handover
and hypercare. It requires a different military presence, one of Influence Without Authority.
Once your prototype is ready to be tested, you will find that UN Peace Keeping Troops are quintessential
in order ‘to get organizational change management done’. This is the fragile process of handing over
knowledge from project agents (infantry) to the target users (police and citizens) and to manage the
process of political buy-in. In warfare terminology, we are not planning more invasions and landing on
more beaches but adding people and building economies and empires of scale. The linchpin you need
now are UN Peace Keeping Troops between the infantry and the local police. Let’s take the example of
SAP Implementations.
In most of the SAP projects where I am involved we call them ‘local coaches’ or ‘transition teams’ They
manage the fragile process of handing over knowledge from project agents to the target users. Their
only purpose is to stabilize the new order and eventually to hand over to the local peacekeepers: the
police.
The below drawing shows a model that I would tag as ‘best practice’ because I have been refining it
over the course of multiple projects. The yellow boxes indicate the basic principles we want to achieve.
Examples of typical coaching assignments include the following:
– Attaching people to new
functional roles and having
the subsequent trainings
validated
– Going local to translate
project objectives to the level
of the site (‘does this make
sense to you?’)
– Communicating the future
processes and highlighting
the what’s in it for me
(WIIFM)
– Local testing of processes
– Translate key performance
indicators (KPIs) into
meaningful measurements
– Following up data collection
and data cleansing
– Supporting local training
initiatives and evaluate the learning of the users after they went to training
– Assisting with the local technical systems deployment
The most important thing is to note that underneath these examples are some fundamental soft
returns on investment:
1. By their physical presence and time they spend locally the coaches can do the job of ‘handholding’
that is necessary in times of change;
2. They provide psychological safety by translating the central concepts to local practice;
3. UN Peace Keeping Troops leverage the impact of the experts in the central team on a local level
because they have direct access to all implementation team members;
4. If you gather them on a weekly basis and if you facilitate their weekly meeting, they will accelerate
best practices and stick to common standards.
UN Peace Keeping Troops prevent simple things from going wrong and facilitate small
victories in the field. Even more important is the attitude and the style they adopt: one of
influence without authority: going local, being there and spending time locally.
RELATIONSHIPS MATTER.
ORGANIZATIONAL CHANGE MANAGEMENT: 20 SHORT CUTS
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14. Go Local. Be There. Spend Time.
The proof of the pudding is in the eating. If you really want to do change management you
need to step out of your project cocoon, into the field and sit on the handrail with the people
who will eventually execute your bright ideas.
And then? You listen. What are they committed to?
Next: commit to their commitments. It’s the only way to win their hearts.
again ... RELATIONSHIPS MATTER.
Major Jim Grant knows about commitment. His work
on TTE - Tactical Tribal Engagement is unprecedented
for counterinsurgency tactics in Iraq and
Afghanistan. His contention is to work with tribalism,
not against it.
In his free ebook ‘One Tribe at a Time’ he talks about
an “acceptable level of integration.”:
‘It is something that can be hard to determine unless
you are on the ground with the tribe daily. With a
platoon of soldiers, who likely will set up a mini-fire
base, walking around in body armor and helmets, the
tribesmen will quickly become alienated by their
presence. This is at the tactical level. At the strategic
level, too many troops and we become “occupiers.”’
He continues: ‘It is not the armor on your vehicles,
your body armor or your weapons systems that will
keep you safe . . . it is your relationship with the
indigenous force that you are working with. “Friends don’t let friends get hurt.”’
“There is nothing (and I emphasize nothing) that can prove yourself and your team to the tribe more
than fighting alongside them. That is the ultimate testament of your team as warriors and your
commitment to the tribe. It will create the foundation for influence without authority that is the key
to success in tribal engagement.”
Influence without authority — Sitting Bull and I enjoyed each other’s company. Our
camaraderie set the tone for our team’s relationship with their rest of the tribe. We laughed
and spoke of many things that most US forces are taught as being taboo.
On the other side of the spectrum, Tom Peters - who is notorious for his rants - publishes books,
blogposts, tweets and lists of Little Big Things, Have-You’s, Things-I-Believe, etc. to draw the attention
to the workforce in the frontline. His Twitter stream can cure any brainiac from over-theorizing.
Even the McKinsey Quarterly in 1996 interviewed ‘Real Change Leaders’ and came back with
remarkable quotes that sum up what real change management is about: “They don’t get it in one
presentation; they get it sitting on the handrail of the drilling platform with you out there drinking
coffee with them, and you ask them, ‘What do you think about this?’ ‘Does it make sense?’ You’ve got
to live it with them every day. It takes a lot of intense focus to influence people.”

Tom Peters (1942) is best-known for
In Search of Excellence. He has
probably done more than anyone else
to shift the debate on management
from the confines of boardrooms,
academia, and consultancies to a
broader, worldwide audience.
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Maj. Jim Gant is the author of the
groundbreaking e-book, One Tribe At
A Time, heavily influencing U.S.
military views on counterinsurgency.
Armed with an AK-47 and 300 rounds
of ammunition, he puts his life on the
line and his strategy to the test.
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15. Power to the Architects
As we closed the first decade of this century, Elephants entered the scene of Organizational
Change Management, but at the same time our profession became more actionable. After
decades of literature that mainly explained the process of change, the focus is now on how
we can shape our environment.
Instead of laying the full responsibility for change in the hands of the
leaders of our organizations, we now see a shift of attention towards
things that are within the reach of everyone.
In a recent book called Nudge: Improving Decisions About Health,
Wealth, and Happiness, economist Richard Thaler and legal scholar
Cass Sunstein explore the psychology of our every day decision
making and argue that we make poor decisions due to the
architecture of how choices are presented to us.
Choice architecture is the careful design of the environments in which
people make choices. According to Thaler:
"If anything you do influences the way people choose, then you are a choice architect. Choice architects
must choose something. You have to meddle. For example, you can't design a neutral building. There is
no such thing. A building must have doors, elevators, restrooms. All of these details influence choices
people make."
Question: why on earth should you care about architecture as an organizational change practitioner?
Answer: Because every interaction you have with your target group is an intervention - like it or not.
Every time you interact you are shaping the response unknowingly.
There are three key features about choice architecture that you need to manage:
1. The Default “Default is what happens if you do nothing, such as leaving your computer unused
until the screen saver appears," Thaler says. "The main lesson from psychology on this is that default
options are sticky. Whatever you choose as the default has a very good chance of being selected. If you
are the choice architect, you need to spend a lot of time thinking about what those default options
should be."
2. Feedback People respond to feedback; for instance, someone designed light bulbs that glow darker
shades of red as homes use higher levels of energy. According to the authors, such devices helped
reduce energy use in peak periods by 40 percent in Southern California.
3. Expect Error By expecting error, the authors point to the design of the Paris subway card, which
allows users to insert it into an electronic turnstile in any of four ways to gain entrance to the subway.
"Compare that to exiting the parking garages of Chicago," the authors say, "You have to put your credit
card in and there are four possible ways up, down, left, right and exactly one works. This is the
difference between good and bad design."
Remember: you are no longer an ‘organizational-change-management-theory-brainiac’.
From the moment you take action, you are a Choice Architect!
Richard Thaler (1945,) is an
American economist. He is
perhaps best known as a theorist
in behavioral finance, and for his
collaboration with Daniel
Kahneman and others in further
defining that field.

Cass R. Sunstein (1954) is a
behavioral economist, who
currently is the Administrator of
the White House Office of
Information and Regulatory Affairs
in the Obama administration.
(source: Wikipedia)
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16. Quantum Mechanics
The observer becomes part of the observed system. Sounds familiar? In quantum mechanics
it does. To measure the properties of a particle such as an electron, one needs to use a
measuring device, usually light or radiation. But the energy in this radiation affects the
particle being observed.
In 1927 Werner Heisenberg found out that the act of measuring one magnitude of a particle, be it its
mass, its velocity, or its position, causes the other magnitudes to blur. The blurring of these magnitudes
is a fundamental property of nature. As Heisenberg stated: "We have to remember that what we
observe is not nature herself, but nature exposed to our method of questioning."
The observer is no longer external and neutral, but through the act of
measurement he becomes himself a part of observed reality. This marks the
end of the neutrality of the experimenter. Heisenberg concluded:
“Even in principle, we cannot know the present in all detail. For that reason
everything observed is a selection from a plenitude of possibilities and a
limitation on what is possible in the future.”.
The good part? What seems to be a pain in the neck for for physics, turns out
to be of great use in organizational change!
According to Edgar Schein, many problems in human systems are such that
clients would benefit from participation in the diagnosing process particularly since they are so often part of the problem and need to be led to
this insight.
Clients, whether managers, subordinates, children, or friends, often seek help
when they do not know exactly what their problems are. They know something is wrong but the help
they really need is in figuring out exactly what that is. Once that question has been answered, they can
often figure out their own solution.
So Schein flips the Heisenberg Uncertainty principle and uses it to our advantage when he introduces
the concept of Diagnostic Interventions as the best way to involve members of the organization in
the change program. By asking them relevant questions about the present state, you not only learn
relevant facts about possible resistance to change, but you also begin to influence their thinking and
get them involved in the planning. You need to recognize that no matter how neutral and innocent the
questions may be, they will influence the thinking of the people in the organization and will, therefore,
be an intervention whose consequences must be considered.
For example, you cannot launch a organization wide survey to decide whether or not to start a change
program. Once you are conducting the survey, you have launched the program because you have
influenced the thinking and expectations of the people you are surveying. By measuring the
temperature, you have blurred the observations because you have set an expectation.

Edgar Schein (1928), a professor at
the MIT Sloan School of Management,
has made a notable mark on the field
of organizational development in many
areas, including career development,
group process consultation, and
organizational culture.
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Werner Heisenberg (1901-1976)
is a German physicist who received
the Nobel Prize in physics in 1932
for his work in nuclear physics and
quantum theory. The paper on the
uncertainty relation is his most
important contribution to physics.

(source: Wikipedia)

You should constantly be aware that any of your questions, actions, non-actions, behaviors,
attitudes and opinions have consequences on the stakeholder you approach.
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17. The Three Ing redients
Every organizational change always has the same three ingredients : Motivation (the
emotional stuff below the surface), Knowledge and Skills. These determine the domains of
action for making the change happen. They are the biggest needs during every cycle of
change.
Questions and reactions, which fall into the ‘Knowledge’ category, often indicate a need for vision, a
business case or an overview. These refer to the ‘what’ of the change.
The ‘Skills’ category indicates a need for concrete and explicit knowledge, tools and working
instructions. In other words: people want to know ‘how’ they will make the change happen.
In addition there is also an entire range of reactions that fall into the ‘Motivation’ category (the
underlying reason that drives the change: the ‘why’). These reactions reflect people’s need for
involvement and inspiration. The ingredient ‘Motivation’ determines whether people undergo the change
or are part of it.
An often made mistake in
organizational change projects
consists of postponing all
contacts with the target group
until the very last minute. Too
much influence from the target
group often has a delaying and
disturbing impact. ‘Now we really
need to provide information’, is
the usual statement. So your
team isolates itself from the rest
of the organization and fires
unidirectional communication
(Knowledge) at the target group.
Next, the skills provided during
training are so theoretical that
they are not transferable to
practice.
People are bored and annoyed
because their day-to-day work is
just laying around. They have received all the explicit knowledge that is – rationally speaking –
necessary to face the change. They have had the Know-whats pushed down their throats. But the
project grinds to a halt in the production phase because people have not been involved. They didn’t get
the opportunity to anchor the change and to make it their project.
He who has a why to live can bear almost any how.
Friedrich Nietzsche
As a law of nature, you will be confronted with a performance drop anyhow. Postponing involvement to
the very last minute will only make things worse.
It’s important to know where the needs lie at what precise moment. The best way to find out is to
involve the target group as early as possible. A change is always a discomfort, and discomforts are
easier to deal with when you participate in making it happen.
Always remember:
Those who plan the battle, rarely battle the plan.
People don’t resist change, they resist being controlled. And if we are smart enough to involve people in
every step of the project lifecycle, they will be the best drivers of change we could possibly hope for.
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18. Behavioral Communication
In his world-famous book ‘Leading Change’, John Kotter quantifies and analyses the amount
of communication that is supposed to reach the target audience. The results are surprising
and paralyzing. Fortunately, Bill Jensen has a trick to put us on track again.
Over a period of 6 months, the total amount of communication that an employee gets ‘communicated
upon’ averages 2.300.000 words. Over that same period the communication about that strategic
project averages 13.400 words (= a CEO speech of 30 minutes + a division meeting of 60 minutes + an
article of 600 words in the company newsletter + a memo of 2000 words by the project manager). On
average this is 0,58%! This is the attention slot you are being granted by an average person –
just like an airplane gets a slot for takeoff. So you better make sure that your message is clear and to
the point.
Start here: the 3 basic ingredients of organizational change management: Motivation (the emotional
stuff below the surface), Knowledge and Skills. Next, push the boundaries of your own creativity,
maturity and openness to involve your target audience.
In the context of communication the 3 ingredients translate to the following communication needs:
- Know (relating to the Know-What):
People need to know the rationale behind
the changes and they need to come to
their own conclusions.
- Feel (relating to the Know-Why): People
need to actively participate in the process
of making decisions and need to create
their own buy-in.
- Do (relating to the Know-How): People
need the right tools to implement the
change
According to Bill Jensen, Know-feel-Do
determines the anatomy of ‘behavioral
communication’, i.e.: communication
tailored according to the information needs
of the receiver. Know-Feel-Do forces you to
see the receiver of your communication as
decision makers and to organize your
thoughts according to how they listen.
The receiver of a message is mostly
waiting for the answer to three questions:
KNOW =>‘What is the one thing you want me to know?’
FEEL => ‘Why is it important?’
DO => ‘What do you want me to do as a result of your communication?’
Next time you have to make a big presentation, an important phone call or an email, of which you want
the impact to last longer than a Blackberry-click, consider the ‘Know-Feel-Do’ anatomy: talk to the head
(know), the heart (feel) and the hands (do).
John Kotter (1947) is a professor
at the Harvard Business School and
author, who is regarded as an
authority on leadership and change.
His most popular work is Leading
Change, with the 'Kotter-8-steps'.
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Bill Jensen (1955) spent the
past three decades searching for
a simpler way to get work done.
His books contain actionable
advice in a provocative style that
is a refreshment to our expertise.
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19. Cooking Class
Do you remember what the 4 P’s of marketing are? (they are: Place, Product, Promotion and
Price) Well, in organizational change management, there is also a 4P mix that applies.
The 4 P’s of Organizational Change are not a plain copy of the marketing mix because the context is not
one of consumers with a buying potential but one of employees with a limited attention span; 0,58% to
be precise.
It is essential to formulate the need for change as clear and simple as possible, because people tolerate
management’s logic but still they will draw their own conclusions. As a result you need to practice what
Bill Jensen calls ‘behavioral communication’; i.e.: communicating on the level of the information needs
of the receiver (as opposed to: ‘the justification needs of the sender’).
In my trainings I often compare an
organizational change effort with the chemistry
that is involved in cooking. Even though the
comparison with cooking may not seem so
obvious, it’s worth noting that the chemistry of
cooking involves molecules of different
ingredients to be blended through heating into
a new form: a prepared meal.
The same goes for organizational change:
heating up existing ingredients, occasionally
adding some elements and blending them into
a new shape with a new objective. In this
perspective the 4 P’s are the boiler plates that
you need in order to create the exact heat that
is needed for the chemistry to happen.
Ok now, back to the 4 P’s of Organizational Change; what are they and do I have a simple trick to
remember them? Well, just as a good cook knows his way around the kitchen and knows how to handle
the kitchen equipment, a compelling case for change is always built up along the lines of these 4
boiler plates:
1. PUSH: people will only take the leap into the unknown if their house is on fire. That is why the first
step always serves to indicate that there is no other option than change.
2. PROGRESS: the answer to the question: ‘where are we and what have we accomplished to date?’,
which clearly indicates which certainties and means are at our disposal to undertake this process of
change.
3. PLAN: a clarification of the different steps ahead of us and actions that we need to undertake in
order to reach the nearest milestone and the one after that and so on.
4. PULL: the final destination, which serves as the magnetic North or the lodestar in case people would
lose a sense of direction.
Note: There is also a 5th P: getting all the information on one and the same Page!
The point is that these 4 P’s are so essential that you should not keep them as a one-off exercise or a
‘nice brain teaser’ (this statement is usually followed by "and now back to work"). If you are serious
about making a compelling case for change you weave it into to your approach of managing your
project then these 4 P’s shape your weekly status reporting at all levels.
If you want be become a good cook, it will take some practice and “failing forward”. Along the road you
will discover how the heating equipment works and how to make best use of it. Kurt Lewin once said:
‘In order to understand a system you should try to change it’.
The only way you will find out what works best is to heat up things in your organization.
There is no one-size-fits-all. You will have to get your hands dirty.
ORGANIZATIONAL CHANGE MANAGEMENT: 20 SHORT CUTS
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20. Mission Impossible?
The 1944 unfinished novel Mount Analogue by René Daumal is be the best kept secret on
Organizational Change Management. It describes the travel of a company of eight, who set
sail in the yacht Impossible to search for Mount Analogue, a solid, a geographical place that
“cannot not exist.”
The story of Mount Analogue is about making something happen that all people around you say is
impossible and ridiculous. In this novel about the expedition to a mythical mountain that reaches from
earth to heaven, Daumal mentions the chameleon law, which he describes as the inner resonance to
influences nearest at hand (“la résonance aux plus proches affimations” if you happen to speak French).
As the protagonist of this tale is in the vulnerable starting phase of this expedition, he discovers how he
is prone to social pressure and how difficult it is to commit to something before knowing how.
Mount Analogue is about inner doubts and how they prevents us from seeing the other 99% of the
possibilities that are at hand in each situation. With rational thinking and conventional ‘common sense’
we easily fall prey to the chameleon law. Scratch off the surface of the chameleon and you will find Fear
driving its actions.
“It is not the mountain we conquer but ourselves.”
Edmund Hillary
Organizational change projects are mostly about creating a situation that does not yet exist. A
situation, a project or any other expedition is “talked into existence”. With every word you speak, a
seed is planted that can give birth to a new reality. Karl Weick refers to this as the process of
Enactment to denote that certain phenomena (such as this crazy expedition, or your own project for
that matter!) are created by being talked about. Slowly but surely – if you are persistent enough – your
ideas translate to words, your words translate to actions and our actions result into tangible outcomes.
The chameleon law is the biggest enemy during organizational change efforts, because you are shaping
the path for a future that has no gravity in the present.
‘Every truth passes through three stages before it is recognized. In the first it is ridiculed,
in the second it is opposed, in the third it is regarded as self-evident.’
Arthur Schopenhauer
Fighting the chameleon law from taking over goes a little deeper than paying attention to practical
details. You have to be crazy enough and stubborn enough to endeavor your objectives against all odds.
The Mount Analogue expedition reveals the insight that any expedition or organizational change project
is a mountaineering expedition of the inner mind and intrinsic motivation, as much as it is about
delivering a project according to a certain methodology. It is as much an organizational process as it is
an inner struggle for fueling our own commitment to an expedition with an un-rational (i.e. ‘rationally
‘unreachable’) objective. It’s the ability to pursue a dream.

Karl Weick (1936) is an American
organizational theorist who is noted
for introducing the notions of
"Enactment", "loose coupling",
"mindfulness", and "sensemaking" into
organizational studies.
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René Daumal (1908-1944) was a
French spiritual surrealist writer
and poet. His work Mount
Analogue: A Novel of Symbolically
Authentic Non-Euclidean
Adventures in Mountain Climbing is
a classic of the early 20th century.

(source: Wikipedia)

Daumal, who was apparently one of the most gifted literary figures in twentieth-century France, died
before the novel was completed, providing an extra symbolic meaning to the journey. Beware of the
chameleon law as you endeavor to live your dream, instead of dreaming your life!
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Getting Your Act Together
Suppose you are responsible for change management on a 100 million dollar project.
Estimations vary, but if all goes well you will get to manage between 20 to 35 percent of that
budget. How will you spend your budget wisely? Take a sheet of paper, and divide it in 4,
because Organizational Change Management consists out of 4 containers:
1. Communication
This does not mean project
propaganda but a clear
answer to the question
‘Who are we?’; and ‘What’s
in it for me?’ The process
of communication is one of
social construction of a new
reality. Major activities
include: Segmentation of
your target population (yes:
you will need a database!);
The mix of communication
channels, and: Building
platforms and opportunities
to interact.
2. Learning
Note that this stream is
called ‘Learning‘ and not
‘Training‘, because the
activities in this stream go
way beyond the classroom.
Learning deals with three
questions at the same time:
‘Why should I care?’; ‘What
is the one thing I need to
know?’; and: ‘How should I
do it?’. Major learning
activities include: Building
communities of knowledge;
Making it easy for people to share knowledge, and finally: Training organization.
3. Organization
Essentially, this is the question ‘Who does what?‘ 99% of organizational changes result in a change of
responsibilities an accountabilities. The purpose of this stream is to define and implement these new
structures, responsibilities and accountabilities. Major organization activities include: Role definition and
assigning; Organization redesign; Setup of a support structure.
4. Performance
This is where the rubber hits the road. People will ask you: ‘What will this come down to in practice?’.
It’s about new ways of working and reinforcing new habits. Major activities here include: Physical
changes on the workplace; Simulations of the future state (be it a system or a way of working); The
setup of meaningful measurements.
From now on there are 4 goals, 4 teams and 4 containers on your weekly status report.
This short-cut has been ‘televized’
Click here to watch Luc Galoppin explain the 4 containers of Organizational Change
Management on YouTube. Next time someone tells you that Organizational Change
Management is a foggy subject, show them this video.
ORGANIZATIONAL CHANGE MANAGEMENT: 20 SHORT CUTS
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Stakeholder Management is Dead

LUC GALOPPIN

Community Facilitation is Born!

Stakeholder management passed away last decade
surrounded by his family. He died of top-down-command-andcontrol disease.
He was the widow of certified nincompoops. Born in theory
to social scientists, he leaves his beloved children Dullness and
Cognitive Dissonance.
He is also survived by his grandchildren Workshop-till-youdrop, Survey-from-here-to-Tokyo and Audit-the-hell-out-of-you.
He leaves behind numerous devoted PowerPoint presentations and
tons of analytic reports.
A private Rainforest service has been held.
Connections in lieu of flowers to Organizational Change
Practitioners or any other community you are passionate about.
Stakeholder Management’s death leaves a void in all our lives.
Although we shall gather together to remember our friend in
the near future, for now we welcome Community Facilitation!

Date of birth – since the beginning of mankind
Time of birth – any time, any generation
Weight – your connections
Length – as far as you are willing to trust thy neighbor
Join us for a baby shower honoring simplicity, baby-steps,
trust, involvement, the Web 2.0 and all its applications that grant
us a new literacy.
RSVP by yesterday @ Youtube, Twitter, Facebook, Linkedin,
any blog or change agent that can shrink the change to actionable
chunks that move us forward.

Why join Organizational Change Practitioners group on LinkedIn?
Professional, Personal and Practical - OCP offers the best thoughts, experiences and advice from a world-wide
network of individuals dealing with the same issues that are of concern to you.
A great Wise Wisdom Collective when it comes to Change Management!
Don’t take my
word for it.
This is what
members say!

This is the Linked In group I truly enjoy. It allows me to push my thinking beyond the bounds of it's current existence.
Going further, getting better, that's what's it about for me.

Ever wanted to eavesdrop on change management conversations happening all over the world? With the OCP group
you can cherry pick the conversations you want to participate in, and connect with a wide circle of change
professionals - without ever having to leave your desk.
OCP is the best Change Management group on LinkedIn because it has a wide variety of thought-provoking
discussion, a very active participant level, and very bright and experienced practitioners to learn from and share
ideas with.

WHO IS THAT GUY?
Luc is managing director of Reply Management Consulting. He
picked up his organizational change skills on projects with different
scopes and interim management assignments. He is the co-author
with Siegfried Caems of the SAP PRESS book Managing
Organizational Change During SAP Implementations.

On Twitter:
@ocpractitioner

Download Ch. 4

CONTACT
luc.galoppin@reply-mc.com
+32 497 399 880
http://www.reply-mc.com
@lucgaloppin
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