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1. Introduc� on
The focus for this par� cular module is Leading Change with the following Learning 
Outcomes:
    •    Understand the bigger picture and make wider connec� ons across the business
    •    Understand core concepts of change and leading change

As well as containing a wealth of informa� on, concepts and examples, our workbooks are de-
signed to:

    •   Get you to think
    •   Read around something that peaks your interest
    •   Watch and listen to an interes� ng perspec� ve
    •   Apply your learning in the real world

We use the following symbols to help signpost diff erent ac� vi� es for you to undertake 
and deepen your learning:

A moment to pause and think using our ques� on as a prompt

An opportunity to read for a deeper understanding

Watch or listen to a short (20 mins or less) presenta� on

If there is something you want to ask a ques� on about, talk through or explore, 
remember we are here to support your learning process.  Contact Kathy Willow:

Kathy Willow, WAVA Global

kwillow@wavaglobal.com

We look forward to hearing from you.
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2.  Why Organisa� ons Need to Innovate 
Today’s rate of change is at a faster pace than ever.  Professor Foster of Yale University 
USA es� mates that by 2020, more than three-quarters of the S&P 500 will be companies 
that we have not heard of yet.

“The average lifespan of a company listed on the S&P 500 index of leading US companies 
has decreased by more than 50 years in the last century, from 67 years in the 1920s to
 just 15 years today.”

Looking eastward - It is perhaps unsurprising that the country where people live the longest is also home 
to some of the oldest companies in the world.  In Japan, there are more than 20,000 companies that are 
more than 100 years old, with a handful that are more than 1,000 years old, according to credit ra� ng 
agency Tokyo Shoko Research.  The list includes Nissiyama Onsen Keiunkan, a hotel founded in 705, which 
is thought to be the oldest company in the world.  There is even a specifi c word for long-lived companies 
in Japanese: shinise.  

Professor Makoto Kanda, who has studied shinise for decades, says that Japanese companies can survive 
for so long because they are small, mostly family-run, and because they focus on a central belief that is 
not � ed solely to making a profi t.  They have benefi ted from a corporate culture that has long avoided the 
mergers and acquisi� ons that are common among their Western counterparts.

But, of course, condi� ons do change - and what then?  Changing with the � mes is essen� al for companies 
that want to survive for a long � me.  Although there are excep� ons to every rule, the most important fac-
tor for survival is an emphasis on innova� on and reinven� on.

Nokia was a pulp manufacturer before it got into electricity and then mobile phones; at 
some point its brand name was even used on galoshes / wellingtons. Or take Berkshire 
Hathaway, which began as a tex� le mill in Rhode Island and is now an insurance 
company which also invests heavily in other companies. 

 However, “innova� on for the sake of it is not the goal”, says Vicki TenHaken, a 
professor of management at Hope College.  It is a focus on “li� le bets” that helps 
companies grow and keep up with the compe� � on, she says.  

“Change is inevitable, survival is op� onal”
Albert Einstein

What is your experience?



©WAVA Global    www.wavaglobal.com  

Leading Change Workbook  

Sam
ple

2.1  Crossing The Chasm

In 1991 Geoff rey A Moore wrote a book Crossing the Chasm: Marke� ng and Selling High-Tech Products 
to Mainstream Customers. He wrote about how companies can easily grab 10% of the market with a new 
product and service with innovators and early adopters quickly buying into the vision (think Apple) and 
becoming customers.  These innovators / early adopters Moore calls ‘enthusiasts and visionaries’.  However, 
he suggests that there is a ‘chasm’ between that fi rst 10% and the remaining market.  Eff ort needs to go 
into marke� ng and selling to the Main Majority (early vs mature) which Moore calls ‘pragma� sts’, in order 
to reach a � pping point in market take up.  He suggests that there needs to be diff erent marke� ng ac� vi� es 
to a� ract the main majority (early), as their pragma� c outlook has very diff erent expecta� ons to those of 
the enthusiasts and visionaries.

Many say that Moore’s theories are mainly applicable for disrup� ve or discon� nuous innova� ons. Adop� on 
of con� nuous innova� ons, those that do not force a signifi cant change of behaviour by the customer, can 
s� ll best described by the original technology adop� on lifecycle, i.e. without the chasm.

What do you think?

Crossing the Chasm: Marke� ng and Selling High-Tech Products to Mainstream Customers; 
Geoff rey A Moore 1991
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2.2  Horizon Scanning and PESTLE
Horizon scanning is a technique for detec� ng early signs of poten� ally important developments through a 
systema� c examina� on of poten� al threats and opportuni� es. The method calls for determining what is 
constant, what changes, and what constantly changes. It explores novel and unexpected issues as well as 
persistent problems and trends, including ma� ers at the margins of current thinking that challenges past 
assump� ons eg. disrup� ve technology.
Horizon scanning is o� en based on desk research, helping to develop the big picture 
behind the issues to be examined. Desk research involves a wide variety of sources, such 
as the Internet, government ministries and agencies, non-governmental organisa� ons, interna� onal or-
ganisa� ons and companies, research communi� es, and on-line and off -line databases and journals. Horizon 
scanning can also be undertaken by small groups of experts who are at the forefront in the area of concern: 
They share their perspec� ves and knowledge with each other so as to ‘scan’ how new phenomena might 
infl uence the future.

A solid ‘scan of the horizon’ can provide the background to develop strategies for an� cipa� ng future devel-
opments and thereby gain lead � me. It can also be a way to assess trends to feed into a scenario develop-
ment process.

PESTLE is a form of horizon scanning focusing 
on relevant Poli� cal, Economic, Social or soci-
etal, Technology, Legal, Environmental factors 
that could impact on the organisa� on.

Using the PESTLE framework, iden� fy issues your organisa� on could face 
leading up to 2028.  What are the poten� al threats and opportuni� es?
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Remember To Keep An Open Mind…….

There are � mes when even very successful people and corpora� ons get it wrong:

“This telephone has too many shortcomings to be seriously considered as a means of communica� on.  
The device is inherently of no value to us.”  
Western Union, internal memo 1876

At the � me, Western Union had a monopoly on communica� on in North America.; telegrams were the 
main method of communica� on.  They missed out on the telephone revolu� on and had to reinvent them-
selves to survive.  Now they are a global leader in money transfers around the world.

“Who wants to hear actors talk?” 
Harry M Warner, Warner Bros 1927

Films originally had no sound.  As the technology advanced in recording voices, synchronized sound shown 
with a mo� on picture was fi rst run in Paris in 1900.  There were a number of challenges that the fi lm indus-
try needed to work through to make a truly synchronized movie.  Harry M Warner at the � me, did not see a 
future for this new technology, and made his opinion well known.  Fortunately for Warner Bros, the board 
decided to ignore his comments!

“There is no reason anyone would want a computer in their home.”
Ken Olsen, President and Founder of Digital Equipment Corp. 1977

Digital Equipment was a leading computer company in the 1950s through to the 1980s.  Focused purely on 
computers for business, and not seeing the poten� al for a new market in personal computers, they were 
bought out by Compaq who subsequently merged with Hewle�  Packard.

So opportuni� es can be missed and result in a need to radically change the exis� ng business in order to 
survive.  It can be a challenge to embrace change, par� cularly radical or poten� ally disrup� ve change right 
at the beginning.

Where have you embraced a radical or disrup� ve change in your life ahead 
of the masses?  What reac� ons did you encounter along the way?
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3. Types of Change
In general there are four types of change seen within organisa� ons:
       
       1.  Incremental
       2.  Annual
       3.  Step 
       4.  Major or transforma� onal

And, each type of change challenges us to a greater or lesser degree.  Incremental change is seen and 
experienced as far less of a threat than major or transforma� onal change.  Bear this in mind and as we 
con� nue the learning journey.

4.  Supportive Organisational Cultures
Implemen� ng any kind of change for many organisa� ons, o� en involves a radical change in a�  tudes. For 
example, a fear of reprisals for repor� ng problems has to be replaced by congratula� ng people for iden� -
fying an opportunity to improve. Hoarding of good ideas within departmental walls must be a thing of the 
past as people share their knowledge and experience in the search for greater collec� ve success.
 
The importance of commitment 
Con� nual improvement is about the en� re organisa� on and everything it does. It has to be a prime con-
cern of execu� ve management and its success depends upon commitment from the top. The commitment 
must also be highly visible. It is not enough to have a quality policy signed by the chief execu� ve. If execu-
� ve management does not demonstrate its commitment by doing what it says it will do it cannot expect 
others to be commi� ed to the policy.

Reward success 
The encouragement of people who have ini� ated improvements, however small, is an important compo-
nent. This can be done in many ways, from displays on special improvement no� ce boards to the awarding 
of prizes. This is an area in which the culture and style of the organisa� on has to be considered.  Rewards 
may, but need not, have a fi nancial component. 

Dealing with failure 
It is very common to fi nd that about 12 to 18 months into a con� nual improvement programme it is felt 
that it is not delivering what was expected. This is just the � me to redouble eff orts. It is a long-term haul 
to change behaviour, therefore persistence and extra imagina� ve eff ort is the key.

Holding people to account 
There are frameworks that are useful in organisa� ons eg. RAPID and RACI, but ul� mately it boils down to 
people taking on the responsibility and you holding them, and yourself, to account.
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How would you rate the culture of your organisa� on in these four areas?  
What could you do to infl uence change and role model this way of being in 
your workplace?

“Be the change you want to see in the world”
Mahatma Gandhi

5.  Resistance to Change
When faced with the prospect of change, par� cularly major or transforma� onal change, 
people will o� en react by seeing it as a threat, especially when the implica� ons of the 
change haven’t been discussed with them.

Remember, resistance to change is NORMAL.  The underlying causes are:

     •      A perceived threat to our posi� on, prosperity or prospects
     •      Our natural inclina� on to hang on to what you know, rather than embrace  
             something that is unfamiliar
      •     Uncertainty
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Elisabeth Kubler Ross was a psychologist who worked with terminally ill patients.  She 
studied how people reacted to death and dying and noticed a pattern of  behaviour which 
became known as the Change Curve.  In times of  radical or major change, people can be 
seen to experience the change curve in the previous page.  The y axis indicates the level of  
morale and competence experienced over time.  
Often when organistions go through change, there can be a drop in performance and 
business results.

Factors that can influence someone’s reaction to change include:

     •   Relationships – how strong and positive the relationships are between the
          person leading the change and those on the receiving end
     •   Attitudes and values – our personal attitude to change and values
     •   Culture – culture of  the organisation and whether change is part of  it or not.  
          Compare an innovative technology company to a large bureaucratic government

How well have you coped with change in the past?  Think back to a � me when 
you were asked to do something outside your comfort zone.  What did you 
think / feel / do at the � me?  What helped you move forward rather than stay 
stuck?

6.  Force Field Analysis
Force Field Analysis helps us iden� fy suppor� ng and opposing forces for the change, and 
the rela� ve strength of each one.  Explain slide and then refer to example in course text:
This can be shown diagramma� cally to give a clear picture of what you and your team 
are working with.

Force Field Analysis provides a framework for looking at the factors (forces) that 
infl uence a situa� on, originally social situa� ons. It looks at forces that are either driving 
movement toward a goal (helping forces) or blocking movement toward a goal 
(hindering forces). The principle, developed by Kurt Lewin, is a signifi cant contribu� on to 
the fi eld of change management .

Consider this example, senior management announce to the rest of the organisa� on a 
new customer service programme.  Staff  within the organisa� on may have the following 
reac� ons which could be seen as forces opposing the change:

organisa� on.
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     •   The suspicion that this was just another management gimmick that would not 
          amount to much in reality
     •   The feeling that the new programme had nothing to do with them as they rarely saw customers
     •   The belief that they did not have suffi  cient marke� ng and selling skills to be able 
          to contribute to the programme eff ec� vely
     •   A general fear of the unknown
     •   There could also be posi� ve reac� ons which could be seen as suppor� ng forces:
     •   The feeling among some staff  that their job might become more interes� ng
     •   Apprecia� on of the opportunity to acquire new knowledge and skills
     •   Relief that something is going to be done about the increasing number of customer complaints

There are also other forces that come from within and outside the organisa� on.  In this example, the sup-
por� ng forces could include a growing number of customer complaints and the decision of management 
to introduce a new customer care programme.  The opposing forces include the disrup� on caused by staff  
a� ending a series of seminars or training.
Once you have considered what the ‘suppor� ng’ and ‘opposing’ forces are, the next step is to map out 
these forces in a diagram such as the one below.  Begin by drawing a horizontal line.  Next, list the support-
ing forces above the line and the opposing forces below the line.  If possible, draw arrows of varying thick-
ness to indicate the compara� ve strength of each force.

Suppor� ng forces

Opposing forces
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Once you have produced this diagram you can start thinking about ways of:

     •   Maintaining the suppor� ng forces at their present level
     •   Reducing the opposing forces

What you defi nitely should not do is ignore the opposing forces and just concentrate on further strengthen-
ing the suppor� ng forces.  If you do, you will probably end up increasing resistance!  For example, if man-
agement in our example were to react to staff  cri� cism by simply repea� ng their determina� on to intro-
duce the customer service programme, this would only increase the cri� cism.

So, what could you do as a manager, to reduce the opposing forces in this situa� on?

You may choose to stress that management were actually concerned about the level of customer com-
plaints and were serious about improving customer care.  You may point out that customer care is a lot 
more than speaking politely to customers, that it is fundamentally about ensuring that customer needs are 
met through improving the quality of products and services while con� nuing to provide them at a price the 
customers can aff ord.  This means that you don’t have to have everyday contact with customers in order to 
contribute toward customer care.  You may also emphasise that staff  will be equipped with any necessary 
new skills through training and that the programme represents an opportunity for all staff  to expand their 
jobs and make them more interes� ng.  There are many posi� ve elements in change, including the fact that 
it brings new challenges and new interest to a job.

Harvard Business School researched a wide variety of organisa� ons to iden� fy what it was that leaders in 
successful organisa� ons do to help people change.  They came up with a list of 7:

      1.   Inspire others
      2.   No� ce problems
      3.   Provide a clear goal
      4.   Challenge standard approaches
      5.   Build trust in their judgement
      6.   Have courage
      7.   Make change a top priority

Read the Harvard Business Review Ar� cle in Appendix A for more 
informa� on.

7.  Seven Things Leaders Do To Help People Change
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8.  Communication is Key
Communica� on is key when it comes to change – whether you need to be able to 
communicate a vision, listen and incorporate others’ ideas, persuade others to accept 
your ideas, provide updates, keep the momentum going, this all requires 
communica� on.  Recognising diff erent personali� es and needs will help shape your 
communica� on to be eff ec� ve. 

©WAVA Global

Here we are using a model which brings western and eastern philosophies together.  
Everybody is a combina� on of the elements, however one or two tend to be more dominant than the oth-
ers, maybe one in some situa� ons and the other in other situa� ons.  
Taking the � me to understand the person you are communica� ng with and shaping your communica� on 
accordingly will help the change process immensely.

When communica� ng to a group, especially those you don’t know very well, it is important to be able to 
meet the needs across all four elements.  

What element/s do you recognise being dominant in you when at work?  Think 
of others you work with who are very diff erent, how would your communica-
� on need to change to be more eff ec� ve with them?

The Simon Sinek Ted Talk clip below introduces a useful model for communica� on.

h� ps://www.ted.com/talks/simon_sinek_how_great_leaders_inspire_ac� on  

Draw Simon Sinek’s model here for your reference:
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9.  Leading Change
Change is an inevitable part of development and it o� en brings hope and opportunity, for example:

Change can bring new interest to the job – almost all jobs can become tedious or uninteres� ng 
a� er a � me.  A change can have the eff ect of re-awakening enthusiasm and of s� mula� ng a fresh 
appe� te for the task.

Change can open up new prospects for career development – trying to make progress in your 
chosen career can some� mes feel frustra� ng.  No ma� er how much you desire to move on, there is 
nothing you can do about it un� l the � de changes.

Change can give a new perspec� ve on things – doing the same job in the same team, in the same 
way will make you start to believe there is no other way of doing it.  It is not un� l you break old 
habits that you see there are perspec� ves to the work you have not thought of.  Change will pro-
voke discussions, raise new ques� ons, give new food for thought.

Change can provide the opportunity to learn new skills – new technology, systems, people, and 
these may all bring with them the prospect of adding new skills and abili� es to your list or cv.

Change can be a challenge – ins� tu� ng change is a new adventure.  You are a pioneer, an explorer 
of the unknown.  Can you stay calm in the face of a storm?

Change can provide an opportunity to empower the team – to give team members the scope and 
resources to gain more control over the work they do.  If you are concerned about mo� va� on, the 
problem could be that your team members do not feel involved enough in their assigned tasks.  
When change occurs, it could be the right � me to loosen the reins a li� le, or a lot!

To summarise, work is more rewarding for those who learn to iden� fy the posi� ve aspects of 
change.  Once you yourself are convinced of the posi� ve aspects of change, you will be in a far 
be� er posi� on to help create a culture in which everyone recognises the benefi ts of change on a 
con� nuous basis.
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Kathie Dannemiller came up with the following formula, building on David Gleicher’s work at the manage-
ment consultancy fi rm Arthur D Li� le:

Three factors must be present for meaningful organiza� onal change to take place. These factors are:

D = Dissa� sfac� on with how things are now;

V = Vision of what is possible;

F = First, concrete steps that can be taken towards the vision;
If the product of these three factors is greater than

R = Resistance

then change is possible. Because D, V, and F are mul� plied, if any one is absent (zero) or low, then the prod-
uct will be zero or low and therefore not capable of overcoming the resistance.

D  x  V  x  F  >  R

Read the following ar� cle on Management Direct for more informa� on:
Dannemiller, K. D., & Jacobs, R. W. (1992). Changing the way organiza� ons 
change: A revolu� on of common sense. The Journal of Applied Behavioral 
Science, 28(4), 480–498.

This change formula was devised by John Ko� er who also came up with 8 
phases to successful change:
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10. Case Study

NOT INCLUDED IN SAMPLE COPY

APPENDIX A: 7 Things Leaders Do to Help People Change
Jack Zenger &Joseph Folkman
JULY 20, 2015 HARVARD BUSINESS REVIEW

NOT INCLUDED IN SAMPLE COPY

He sees three dis� nct phases with specifi c ac� ons that need to be taken:

     1.   Crea� ng condi� ons for change – involves building a sense of urgency to make the change, building 
coali� ons across the organiza� on, having a clear vision and communica� ng regularly and clearly.
     2.   Introducing new prac� ces – enable ac� on to take place, iden� fy and implement quick wins, and keep 
on communica� ng!
     3.   Maintaining the momentum – this is o� en where change programmes fall down as energy for the 
programme starts to diminish.  Keep going!  And make sure it s� cks by monitoring and reviewing changes 
made.  This also links with con� nuous improvement where monitoring and reviewing should infl uence 
future changes to be made.

Accelerate: Building Strategic Agility for a Faster-Moving World, John Ko� er 
2014


