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Introduction

I Why this book was written?

There is no doubt billions of words have been written on the topic of leadership.
Notably, Goffee and Jones (2000) estimated that in an eighteen-month period some
2000 books had been published on this topic. In a similar vein we have witnessed
an outpouring of books and papers on the topic of change and its management. Yet,
in spite of this we face the reality that a huge proportion of change initiatives fail to
realize their goals. Indeed it has been claimed (Carnall, 1999; Higgs & Rowland,
2005) that as many as 70% of change initiatives fail to achieve their intended
goals. Surprisingly less has been written about change leadership, although this is
a growing area of interest (Aitken, 2007; Rowland & Higgs, 2008). Against this
background we would argue that in today’s environment the overarching agenda for
leadership development is the implementation of change.

However, in the midst of the outpouring of theories, cases and models in these
vast literatures we encounter relatively little which begins to address the question:

‘How do we develop effective change leaders?’

Exploring this question is central to this book. In writing this book we have
reflected on our experience of consulting with organizations, researching and design-
ing leadership development programmes and educating/coaching individual change
leaders and change leadership teams.

I Who this book is for?

We have sought to provide a range of practical guidelines derived from practice and
research insights which can be of value to:

(i) leaders in organizations faced with implementing change,
(ii) those with roles advising organizations on leadership development,
(iii) executive educators and

(iv) the broader HR community, including those involved with supporting change
initiatives or organizational development.
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In addition we hope this book will provide an up-to-date resource for students
studying for DBA, MBA or specialist Masters degrees in related subject areas. In
fact one business school has already used elements of our work in designing a core
curriculum for the topic of leadership and change.

I How this book works?

Given the range of readerships identified earlier we have structured this book in a
way in which it can be used as a flexible resource. Whilst some may wish to read
this book sequentially, others may wish to focus on specific aspects. Thus Part 1
provides a review of the contemporary context within which change leadership
needs to be considered. Part 2 focuses specifically on values and leadership culture
research insights which play an important, often overlooked, part in shaping, defin-
ing and evaluating the organizational impact of the necessary change leadership
capabilities we detail here. Finally, Part 3 explores broader organizational consid-
erations which affect the nature, development and impact measurement of change
leadership capability. We finish with an overarching framework which makes sense
of our core material and acts as a starting point for those responsible for develop-
ing change leaders. A concluding commentary pitches forward to describe potential
new demands and roles for contemporary change leaders.
A summary of the content for each part is outlined in the following paragraphs.

Part 1: The Contemporary Context for Developing Change Leadership

Chapter 1 begins by exploring the broader context which gives rise to a need to
examine the nature of change leadership and the importance of developing associ-
ated capabilities. In doing so, this part begins with an overview of developments in
our thinking about the nature of leadership and the significance of exploring leader-
ship within specific organizational contexts, including the highly significant impact
of organizational culture. Chapter 2 reviews the challenges involved in implement-
ing change effectively. This entails a discussion of barriers to change and differ-
ing approaches to change implementation. We also examine recent research into
change management and frameworks which provide insights into potentially effec-
tive approaches to managing change. Chapter 3 concludes Part 1 with a review of our
understanding of what it takes for leaders to contribute to the effective implementation
of change. This review begins by considering the range of roles which individuals and
leaders play in the change process. Building on recent research the chapter ends with
an overview of generic change leadership competencies, behaviors and practices.

Part 2: How to Develop Change Leadership Capability
Whilst Part 1 sets the scene for developing effective change leaders, Part 2 cov-
ers the necessary development interventions. Chapter 4 explores what lies beneath
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the surface of leadership behaviors and looks at values which may drive or restrict
change. Chapter 5 then takes us beyond individual leader development to consider
the importance of collective and distributed leadership as expressed through leader-
ship culture. In the course of this discussion the importance of authenticity and role-
modeling of behavior is emphasized and the impact of an integrated transformational
leadership culture is highlighted. Chapter 6 uses the prevailing practice and research
to chart the journey of a developing change leader and specifies what we consider
to be the top 10 ‘must have’ dynamic capabilities required by leaders tasked with
leading and implementing change. Chapter 7 explores a broad range of develop-
ment tools and techniques which are anchored in our 10 dynamic capabilities, also
including some illustrative cases that demonstrate how capability development pro-
grammes can be designed in a way which models our core learning principles.

Part 3: Organizational Considerations

Part 3 of this book provides linkages between the first two parts. As with any
development activity, sustained effort to build change leadership capability has to
demonstrate a clear return on investment. Chapter 8 includes some different and more
relevant metrics to monitor and evaluate interventions designed to build change lead-
ership capability. Chapter 9 explores the accountabilities for managing change talent
and the debate around differing roles in the change talent management processes. In
this discussion the respective roles of line leaders and HRD specialists are explored.
The chapter concludes with a clear view that line leadership accountability for change
talent management is more significant than technical processes in ensuring success.
However, this accountability has to be underpinned by effective processes. Chapter
10 rounds off this book by providing an organization-wide framework for develop-
ing change leaders that integrates the generic and context-specific strands covered
throughout this book, giving change leader developers somewhere to begin if they are
coming to this topic for the first time, or a powerful way of positioning the purpose
of development activities for experienced practitioners advising senior managers.

Given this structure those already familiar with the context for change leadership
summarized in Part 1 may wish to go straight to Part 2. Similarly, those who feel
they have effective development programmes and mechanisms, but are not achiev-
ing sustainable impact, may wish to focus on Part 3. Exploring a main focus of
interest may raise questions or issues which warrant dipping into other Chapters
of this book. In any event we would not want you to miss our top 10 research and
practice derived ‘must have’ capabilities for exceptional change leaders, together
with allied development activities, described in Part 2.

As mentioned earlier, this book is designed to meet a diverse range of reader
interests and needs. Along the way we have tried to combine theory and practice;
rigor and relevance. We also recognize that any form of learning is a journey. We
do not claim to have all the answers, neither to have covered every aspect of the
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subject. In line with this we have provided signposts to further resources through-
out this book. If we have one overall aim for this book it is to contribute to the
development of more effective change leadership in organizations. This will not
only help organizations to flourish, but also hopefully reduce the pain and suffering
of the ‘targets of change’ and their leaders alike. We hope to achieve this through
encouraging our readers to become more reflective practitioners of change leader-
ship development.

I References

Aitken, P. (2007) “Walking the Talk — the nature and role of leadership culture within organi-
sation culture/s”, Journal of General Management, Vol. 32, No. 4, Summer.

Carnall, C. (1999). Managing change in organizations. London: Prentice-Hall.

Goffee, R., & Jones, G. (2000). Why should anyone be led by you? Harvard Business
Review, (Sept—Oct), 63-70.

Higgs, M. J., & Rowland, D. (2005). All changes great and small. Journal of Change
Management, 5(2), 121-135.

Rowland, D., & Higgs, M. J. (2008). Sustaining change: leadership that works. London:
Jossey-Bass.



Part 1

The Contemporary
Context for
Developing Change
Leadership

I Introduction

In this part of the book we provide a broad context within which the development
of change leaders needs to occur. In exploring this development it is important to
consider both what we know about leadership and the context of change within
organizations.

We begin by exploring the way in which our understanding of leadership has
evolved. It has been argued that our attempts to understand leadership have repre-
sented a search for the ‘Holy Grail’ (Higgs, 2003). In the course of this search we
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have consistently critiqued the journeys and conclusions of our predecessors and
attempted to supplant them with ‘new truths’. However, as Weick (1995) pointed out:

Social and organisational sciences, as opposed to physics or biology, do not
discover anything new, but let us comprehend what we have known all along
in a much better way, opening up new, unforeseen, possibilities of reshaping,
re-engineering and restructuring our original social environment.

Thus, we should perhaps attempt to understand this journey as a process of
‘sense-making’ rather than one of discovery. Importantly in this context Chapter 1
points to the importance of understanding the impact which corporate culture has
on the nature of developing effective change leadership.

Within this sense-making frame Chapter 2 explores the challenges of change faced
by organizations today. In doing this we not only explore the drivers of change, but
also the reasons why it is so difficult to implement change successfully. This entails
not only enumerating the barriers to change, but also attempting to understand the
causes of the difficulties we face and the need to challenge many of our assumptions
about the reasons for behavior which makes change so difficult to implement.

Finally, Chapter 3 brings together these different contextual themes and explores a
number of ways in which we attempt to define the requirements of an effective change
leader. In doing so, we explore lessons from research and practice and examine differ-
ing frameworks which range from role-based to competence-based models. In doing
this we explore an emerging framework which links leader behaviors and the contex-
tual approach required for the leadership of organizational change implementation.

I References

Higgs, M. J. (2003). Developments in leadership thinking. Journal of Organizational
Development and Leadership, 24(5), 273-284.
Weick, K. E. (1995). Sense-making in organisations. Thousand Oaks, CA: Sage.
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I wanna be the leader!
I wanna be the leader!
Can I be the leader?
CanI? I can?
Promise! Promise!
Yippee! I'm the leader!
I’'m the leader!

OK, what shall we do?

Roger McGough
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I Introduction

It is increasingly evident that change is not a process which can be simply managed.
Change needs to be led and research has shown the way in which change if led can
make a significant difference to the chances of success in achieving change goals.
Before exploring the specific challenges and requirements of leading change suc-
cessfully (which we will do in Chapters 2 and 3), it is worth reflecting on what we
have learned about leadership in general. In doing so, we will explore the following:

B Developments in thinking about the nature of leadership and understanding
what it takes to deliver successful performance as a leader.

B The changing context within which leadership is both required and being exer-
cised, plus developing an understanding of the dynamic between context and
leadership behaviors.

B The significant role of organizational culture in the selection and development of
leaders and the interaction between leader behaviors and organizational culture.
In doing this, we will also explore the relationship between culture and change
within an organization.

I Developments in our understanding of leadership

It is worth beginning our exploration of developments in thinking about leadership
by reflecting on Roger McGough’s poem at the beginning of this chapter. What
meaning do you take from this poem? In using this poem in introducing leadership
development workshops over many years, some of the common responses to this
reflection we have encountered include:

‘No one understands what leadership is’.

‘People pursue leadership for its status and recognition of their ambition’.
“You need to be driven by a desire to be a leader in order to become a leader’.
“You can only become a leader, if you have permission from others to lead’.
‘We do not have a clear understanding of what it is that leaders do’.

‘Leadership involves engaging others in determining our priorities and plans’.

‘Leadership is a team game’.

This experience is by no means restricted to our own interactions with leaders
and potential leaders. Burns (1978) pointed out that we do not have a clear view of
the nature of leadership. In his research, he identified some 284 different definitions
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of leadership. The progression of time and further research has clearly failed to clar-
ify this ambiguity. Kets de Vries (1993) commented that:

The more leaders I encounter the more difficult I find it to identify a common
pattern of effective leadership behaviours.

Ultimately this leads to a view expressed in this adaptation of a comment by the
Canadian educationalist, Lawrence Peters:

Leadership, like truth, beauty and contact lenses, lays in the eye of the beholder.

Indeed the above quotation provides the basis for an important insight; this being
that follower’s needs and requirements play a significant contextual role for under-
standing the nature of effective leadership. We will return to this point later.

Faced with this apparently impossible compendium for thinking about leader-
ship, how can we make sense of what we know and what we have learned? If we
consider leadership as a long line of study, it could be argued that societies have
had an interest in leadership which stretches back over millennia. Core to this tends
to be views concerning the purpose of leadership, the nature of power, the sources
of leadership and the nature or source of leadership excellence. Considering these
issues could be the subject of a book (or even a treatise) in its own right. However,
it may be useful to attempt to chart the developments in this debate over the course
of the period during which we have more systematically studied leadership as a sig-
nificant aspect of organizational behavior (arguably beginning in the 1930s).

The key developments would seem to be:

B The purpose of leadership

Thinking about leadership has been dominated for a significant period of time by
the view that the purpose of leadership is to deliver results. In much of the litera-
ture, this perspective has been focused on the specific delivery of financial results.
During the 1970s, a somewhat different view of the purpose began to emerge. This
saw, in some cases, a shift from seeing the purpose as delivery of results to that of
effecting a transformation in the organization. In essence this view saw the purpose
of leadership as being to bring about significant change within an organization in
order to deal with significant changes in the business environment.

Many examples of effective leadership, from the business world, began to lose
credibility when ‘successful’ CEOs left an organization only to see a significant
dip in performance. This, in part, led to a view about the purpose of leadership
being concerned with the delivery of sustainable performance. This view, which
began to emerge in the late 1980s, positioned the purpose of leadership as being
the development of capability. Building individual and organizational capability
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is seen as central to the delivery of sustainable organizational performance. Today,
the thinking about the purpose of leadership is more concerned with an integra-
tion of the above three views. This viewpoint sees leadership as enabling results
to be delivered through the development of capability; importantly, the capability
to effect change, transformation and sustainability.

The focus of leadership studies
The focus of leadership studies has shifted notably over the period we are consid-
ering. This shift has occurred in two ways. First, our approach to leadership stud-
ies has begun to move away from a focus on top leaders, which has traditionally
dominated research in this area, to a more distributed view of leadership within
an organization. This leadership has moved from being purely associated with
position within an organization to being seen to be concerned with the process by
which anyone who needs to engage followers in the organization achieves such
engagement. In part, this shift responds to the critique that leadership studies have
been in essence little more than studies of the traits and behaviors of white, male
American CEOs (Alimo-Metcalfe, 1995). In seeing leadership as more widely dis-
tributed within the organization, we are now able to move from a constant focus
on ‘distant’ leaders to exploring the behaviors and practices of ‘near’ leaders.

The second shift we have seen under this heading is a move from seeing lead-
ership as an individually centered phenomenon to being more of a collective
activity. Hence, leadership is now being seen by many as a team game.

Sources of power

In broad terms, the relationships between leadership and power have been under-
explored in research into leadership. However, in framing leadership studies it is
evident that there have been underlying assumptions made about the source of lead-
ership power. From the early studies of leadership until the 1970s, the dominant
assumption about power tended to be that a leader’s power was derived from their
position within the organization. In the course of the 1970s, the power base tended
to be seen as being less concerned with positional power and more concerned with
personal power. This tended to be illustrated by a growing focus on the charismatic
aspects of leadership. More recently, as organizational life has become more com-
plex, the power of the leader is being seen to be more concerned with the ability to
create connections within the organization. This is clearly linked to the development
of the view that the purpose of leadership is to build capability in the organization.

Existence of leadership

Underpinning much of the research into leadership has been the ‘nature/nurture’
debate. For a considerable time, views on leadership tended to be dominated by a
belief that leaders are born. Clearly, such a belief influences the focus of research
and indeed led to a significant focus on attempting to identify traits which were
associated with effective and successful leaders. In the 1960s, an opposing belief
emerged. The focus in this period was based on a view that effective leaders can
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be made. Operating on this belief led to a focus on identifying specific behaviors
which could be incorporated into the development of leaders. More recently, the
view has emerged that leadership is both nature and nurture — leaders are both born
and made. This is not an attempt to avoid taking a position. It is a view which sug-
gests that certain traits or characteristics may be necessary to provide a base upon
which leadership capabilities might be developed.

In practice, these developments in underpinning assumptions and beliefs relating
to the framing of leadership studies have not moved tidily from one stage to another.
In reality, many of these exist today in different forms and combinations. What is
important, however, is to understand leadership in the context of these assumptions.
Against this background, it is worth reflecting on the approaches we have adopted
in attempting to describe and understand the nature of effective leadership.

It has been suggested that the study of leadership has a history stretching back
over many centuries. Indeed, an historical review of the development of attempts
to understand leadership may be illuminating. Below is a brief review of trends and
developments in thinking on leadership from such a perspective. However, in pre-
senting developments in this way, it is important to be aware that the process is not
linear and early frameworks remain potential lenses for viewing leadership today.

THE LONG LINE IN RETROSPECT

Clemens and Mayer (1999) draw on literature to illustrate periods of leader-
ship. The use of literature provides a means of identifying stories, which help us
to understand the dominant discourse, which in turn enables us to understand and
make sense of a construct within a context. An illustration of this development is
provided in Table 1.1. The importance of understanding perceptions of leadership
contextually is illustrated by Plato’s observation.

Society values whatever is honoured there.

However, the key value of reviewing the historical discourse lies not in finding
selective evidence for today’s views, but in understanding the dynamic between
society and the dominant perspectives on leadership. From the above overview
of leadership, it is evident that, until the late twentieth century, the paradigm was
determined by the rational/analytical perspective of Weber. This led to the emer-
gence of ‘Taylorism’ and ‘Fordism’ which has dominated, and to an extent contin-
ues to dominate, thinking on business organization and leadership. The impact of
the ‘modern’ school, influenced by Freud, Jung, Skinner, etc., provides the second
major leadership behavioural/relational discourse in the latter part of the twentieth
century. In some respects the current financial/economic/environmental crisis in
western capitalism is encouraging leadership observers to re-visit the more philo-
sophical ‘classical’ period, albeit now in global terms, with an emphasis on who
and what leadership serves.
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Table 1.1 Leadership discourses: A historic perspective

Era Dominant discourse Examples of authors
Classical B Dialogue B Plato
B Society B Aristotle
B Democracy B Homer
B Pericles
B Sophocles
Renaissance B Ambition B Petrarch
B Individual B Chaucer
B Great man not great event W Castiglione
B Machiavelli
B Shakespeare
Industrial W Survival of the fittest B Weber
B Control B Darwin
B Rationality B Durkheim
B Marx
Modern B Psychological B Freud
B Behavioral B Skinner
B Jung

Source: Adapted from Clemens and Mayer (1999).

TRAIT THEORIES OF LEADERSHIP

The ‘modern’ study of leadership is viewed as having begun with trait theory in the
late 1920s. This was a personality-based approach, and one which led to generally
inconclusive findings. However, three key traits associated with effective leadership
were identified (and indeed are still evident in recent research). These were:

1. Cognitive abilities
2. Drive

3. Conscientiousness

BEHAVIORAL AND SITUATIONAL THEORIES OF LEADERSHIP

The limitations of trait theory were responded to by examining the behaviors and
style of leaders. A classic example of this approach is provided by the Blake and
Mouton ‘managerial grid’ model. This approach was underpinned by a point of
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view, or belief, that there was a ‘best’ style. Reality, however, provided numerous
examples of success employing ‘less desirable’ styles. The limitations of the ‘style
theories” were the catalyst for the application of contingency theory to leadership.
A classic example of the contingency leadership model is that developed by Hersey
and Blanchard (1993) who maintained that it was not the leader’s style per se which
led to effectiveness, but rather the ability of the leader to adapt the style to the
needs of the followers. This approach drew on the relatively underexplored work on
understanding leadership from the follower perspective, originally developed from
research carried out by Fiedler (1964).

Whilst the trait theory tended to imply that effective leadership is a matter of selec-
tion, the behavioral and situational theories focused more on the development of lead-
ership capabilities. Once again, research using both style and contingency theories
failed to provide consistent and compelling evidence for their validity across a wide
range of contexts.

CHARISMATIC THEORIES

In focusing on top-level leadership performance, Shamir (1992) returned to the
qualities of the leaders and identified, through studying cases of successful lead-
ers, the common thread of ‘charisma’. He described charisma as being the ability to
inspire others to act in a way, which is required to realize the leader’s vision. This
approach led to a period in which the focus of much of the leadership research was
on the qualities of the ‘heroic CEO’. This approach not only failed to produce com-
pelling results, but it also tended to be very US focused.

TRANSFORMATIONAL AND TRANSACTIONAL THEORIES

In the late 1970s, the state of leadership research was such that methodological
and terminological debates were causing more confusion than enlightenment. The
rational paradigm derived from a Weberian perspective was in conflict with the psy-
chological paradigm. Zalesnik (1977) summarized the issue, and indeed failures of
leadership research as follows:

Theoreticians of scientific management, with their organisational diagrams
and time and motion studies were missing half the picture — the half filled
with inspiration, vision and the full spectrum of human drives and desires.

In many ways, this statement captured the key debate around the difference
between leadership and management. In parallel with and possibly influenced by
this stream of thought, Bass (1985) developed a leadership model, which identified
different sets of behaviors and characteristics required in situations of organizational
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transformation and situations of stability. Bass labeled these as transformational and
transactional leadership. Further work using this model identified the main charac-
teristics and behaviors associated with each context as being:

a. Transformational leadership

— Charismatic/inspirational: inspiring and aligning others by providing a com-
mon purpose allied with optimism about the ‘mission’ and its attainability.

— Intellectual stimulation: encouraging individuals to challenge the status quo,
to consider problems from new and unique perspectives and to be innovative
and creative.

— Individualized consideration: a genuine concern for individuals’ feelings,
aspirations and development. They pay special attention to each individual’s
needs for achievement and growth, they coach and mentor. Followers are
treated differently and equitably.

b. Transactional leadership
— Contingent reward: encouraging specific performance and behaviors by mak-
ing rewards (in the broadest sense) contingent on delivery.
— Management by exception: only intervening actively when a delegated task
or function is failing to perform to expectations.

Bass and Avolio (1996) operationalized this model in the form of a questionnaire
(the Multifactor Leadership Questionnaire, MLQ) which has been used as the basis
for much empirical work in the field. Whilst the instrument has not been without its
critics, there is little doubt that it has been influential in building understanding of
leadership in a changing environment.

I An emerging perspective on leadership

The diverse, and often contradictory, findings on the nature of effective leadership
share two common factors. They are: (1) a focus on top-level leaders and (2) the
measure of success employed is the financial performance of the business. This
criticism implies an alternative means of assessing the effectiveness of leadership
behaviors, a route initiated by Fiedler (1964) and further developed by Alimo-
Metcalfe (1995), in terms of the impact of leader behaviors on the followers.

In addition, it has been suggested that the extensive literature on leadership, and
changing schools of thought and models, contain much re-working of earlier con-
cepts. Perhaps, the frustration with the inability of leadership research is rooted
in a paradigm which suggests that there is a fundamental truth which is yet to be
discovered. Shifting the lens through which leadership is observed may bring new
and useful insights. Viewing leadership through a different lens suggests a potential
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change in the measure of leadership effectiveness from hard business results to the
impact of leaders on their followers. This view resonates with the view that leader-
ship in a change context requires focus on building the capability of people within
the organization to deal with continuing change, a dynamic, rather than static, view
of enhancing organizational performance over time.

Although not explicitly acknowledging this shift in paradigm, there is a body of
literature which is beginning to look at leadership through a ‘new lens’ in order to
attempt to make sense of this complex concept in today’s business environment.
Within this ‘emerging theory’ school of thought, there are two common strands
which are: (1) the focus of study is on what leaders actually do and (2) the determi-
nant of effectiveness includes the leader’s impact on followers and their subsequent
ability to perform over time.

It may have been Kotter’s (1990) study which prompted a move from studying
personality or testing theoretical models in the search for understanding the nature
of leadership. His study of the work of leaders certainly appears to influence many
of the studies, which may be placed in this ‘emerging school’. Typical of these stud-
ies is the work reported by Kouzes and Posner (1998), which identified the follow-
ing elements of effective leadership (with effectiveness judged from the follower’s
perspective).

(i) Challenging the process — a constant questioning of why things are being done in
a certain way combined with openness to having their own actions challenged.

(ii) Inspiring shared vision — engaging others with a vision of how things can be
and how progress may be made.

(iii) Enabling others to act — working on a belief in the potential of people and
creating the conditions to enable people to realize their potential.

(iv) Modeling the way — acting as a role model and demonstrating integrity in
terms of congruence of words and actions.

(v) Encouraging the heart — providing recognition tailored to an understanding of
the needs and personalities of each person.

In reviewing these findings, clear overlaps with elements of transformational
leadership become apparent. However, this does not diminish the potential contri-
bution of Kouzes and Posner when seen in a ‘sense-making’ context. Examining
leadership through this new lens produces insights not normally associated with
the ‘financial performance’ lens. Indeed, some writers are quite explicit in their
acknowledgement that a number of ‘effective’ leaders they studied would not nec-
essarily have been considered so in the absence of the followers’ perspective. In
reviewing studies such as those outlined above, it becomes evident that this ‘emerg-
ing school’ sees leadership as being a combination of personal characteristics and
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areas of competence. The re-emergence of personality implied in this school of
thought, seen as a component of effective leadership, is evident in some of the more
recent studies of leadership where the focus in on building capability.

A POTENTIAL FRAMEWORK FOR UNDERSTANDING LEADERSHIP

Having reviewed the development in thinking about the nature of effective leader-
ship and, in particular, having looked at the literature from a ‘sense-making’ rather
than discovery perspective, a pattern is beginning to emerge. One part of this pat-
tern is that the personality of the leader is a determinant of their effectiveness. The
second element is that effective leaders are differentiated from other leaders through
the exercise of a relatively small range of skill or competence areas. The way in
which these skills and competencies are exercised is not prescribed, but is the func-
tion of the underlying personality of the leader. Building on this view, it is pos-
sible to suggest a framework which reflects the research and thinking on leadership
emerging from a ‘sense-making’ paradigm. This is shown in Figure 1.1.
The elements in this framework are summarized below:

a. Skill/competence areas
— Envision: the ability to identify a clear future picture, which will inform the
way in which people direct their efforts and utilize their skills.
— Engage: finding the appropriate way for each individual to understand the
vision and, hence, the way in which they can contribute.
— Enable: acting on a belief in the talent and potential of individuals, and creat-
ing the environment in which these can be released.

+  Envision

* Engage

* Enable Skills/’competencies
* Inquire

+ Develop

» Authenticity

* Integrity
«  Will Being yourself
»  Self-belief

* Self-awareness

Figure 1.1 An emerging model of effective leadership.



Chapter 1 The Change Leadership Context 13

— Inquire: being open to real dialogue with those involved in the organization
and encouraging free and frank debate of all issues.

— Develop: working with people to build their capability and help them to
make the envisioned contribution.

b. Personal characteristics

— Authenticity: being genuine and not attempting to ‘play a role’, not acting in
manipulative way.

— Integrity: being consistent in what you say and do.

— Will: a drive and persistence in working toward a goal.

— Self-belief: a realistic evaluation of your capabilities and belief that you can
achieve required goals.

— Self-awareness: a realistic understanding of ‘who you are’, how you feel and
how others see you.

IMPLICATIONS OF THE FRAMEWORK

If personality is a significant determinant of effective leadership, then a purely
developmental focus will not contribute sufficiently to building an organization’s
leadership capability. This implies that any approach to building leadership capabil-
ity needs to be underpinned by rigorous and effective selection procedures.

The skills encompassed within the framework outlined in Figure 1.1 do not lend
themselves to ‘traditional’ training interventions. They require a longer term develop-
ment approach combining workshops, coaching and monitored implementation and
re-inforcement through work-based projects. Higgs and Rowland (2000) reported a
study, which demonstrated the effectiveness of such an approach in the context of
developing change leadership capability. In the same study, they highlighted the
importance of appropriate performance measures which go beyond the ‘traditional’
financial or short-term goal/output-related measures. Thus, in addition to selection
and development, the ‘emerging’ framework for understanding leadership has impli-
cations for organizations in terms of metrics to track the performance and develop-
ment of leaders. Such metrics may well include climate studies/employee feedback
and measures of follower capability development. We list some indicative measures
in Chapter 8. Without appropriate metrics, the required leadership behaviors are
unlikely to be identified, developed or open to reinforcement through ‘reward’.

SUMMARY OF THIS EMERGING PERSPECTIVE

From the above, we can see that there have been significant developments in our
thinking about the purpose and nature of leadership. These have impacted on the
focus of research and the development of our understanding of the nature of effective
leadership. In broad terms, our framing of effective leadership has shifted notably
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Thinking

Leader

Doing Being

Figure 1.2 The leadership learning and enacting balance frame.

from the ‘Heroic’, leader-centric viewpoint to a more ‘Engaging’ one which focuses
on working with followers to address the leadership of organizational challenges.

Although the ‘emerging’ frame encompasses both behaviors and personality, it
is important not to neglect some of the consistent findings from trait-based studies.
Importantly, we should remember that effective leadership requires high cognitive
ability. Overall, it is feasible to view effective leadership in terms of a balance
between skills/behaviors, personality and cognitive abilities. Figure 1.2 presents
this schematically.

Within this model the ‘Thinking’ relates to the cognitive abilities and their appli-
cation in an organizational context. For example, this could include areas such as
critical analysis and evaluation of plans, proposals and ideas; decision-making and
judgment and strategic thinking. The ‘Being’ relates to core aspects of the leader’s
personality and, importantly, awareness of how they impact on the leader’s behav-
iors and actions as well as understanding how these need to be deployed and man-
aged. ‘Doing’ covers the leader’s actions and behaviors in terms of how the leader
works with and engages followers. The model is not intended to be static. Rather,
it provides a frame for the leaders to reflect on their effectiveness and consider the
need to balance the three components when enacting their leadership. Through this
process of active reflection, the leaders should be in a position to learn and develop
in a way which improves their effectiveness. We return to this development frame
in Chapter 10, superimposed on which, we locate the top 10 dynamic capabilities
we consider are required for effective change leadership.

I The significance of organizational context and culture

There are several contextual factors underpinning the increasing pressures on orga-
nizations to respond to growing complexity and environmental volatility. In brief,
these are (see Chapter 2 for more detail):

B increasing levels of competition;

B investor and stakeholder demands;
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globalization;
changing nature of the workforce;
technology;

legal and regulatory changes;

societal changes.

To a large extent, these same factors underpin the ever increasing focus on lead-
ership in organizations and the drive to identify what it takes to exercise effective
leadership. Indeed, it is these factors which provide the macro-context within which
leaders today need to operate. Whilst all of these factors are of significant impor-
tance for leadership, it is worth highlighting the particular impact of the changing
nature of the workforce. For some while now, we have known that there is a strong
positive relationship between the levels of employee commitment to an organiza-
tion and the performance of the organization.

However, changing employees’ values and expectations are creating conditions
which can weaken levels of loyalty and commitment (see Chapter 4). For exam-
ple, recent surveys have shown declining levels of employee trust in their organiza-
tions; without trust it is difficult to build high levels of commitment (see Chapter 8).
This represents a significant leadership challenge and illustrates well the interplay
between leadership and the context in which it is being exercised. The commitment
challenge is illustrated by the rapid growth in employee engagement (a version of
commitment) benchmarking by organizations and the burgeoning business of pro-
viding advice on actions to increase engagement. However, what we do know is that
without leadership attention and action such initiatives have limited (if any) sustain-
able impact (see Chapter 5).

Whilst it is important that leadership is understood within a macro-context, it is
also necessary to consider leadership within the more specific micro-organizational
context. In reality, there is a dynamic between leadership and the organizational
context (both macro and micro). There is certainly evidence that the nature of an
organization, its purpose, strategies and plans play a part in determining the type
of leadership which is considered necessary, the type of people who are placed in
leadership roles and the types of actions and behaviors which are recognized and
rewarded. There is also good evidence to show that leaders can impact significantly
on the nature of an organization and its strategic direction. This dynamic is shown
schematically in Figure 1.3. In reflecting on the dynamic, it is evident that there is
an organizational equivalent of the leadership balance shown in Figure 1.2.

The organizational equivalent of the leader’s cognitive abilities (Thinking) may
be represented by the organization’s strategy. This represents the organization’s
thought through response to its environment and the intent in terms of achieving
its core purpose in the face of an evaluation of the environmental challenges and
opportunities. The organizational equivalent of the leader’s personality (Being) may
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Figure 1.3 Leadership in context.

be seen as being the overall culture of the organization. Indeed in the vast litera-
ture associated with the concept of organizational culture, culture is referred to as
the ‘personality of the organisation’. We will explore the nature and significance of
culture in a little more detail in the next section. Finally, the organizational equiva-
lent of the leader’s behaviors (Doing) may be seen as being the framework of poli-
cies and practices deployed throughout the organization. Combining the leader, and
organizational processes creates the opportunity for organizational learning and
development, in effect becoming the organizational development agenda, driven by
appropriate leadership development. As can be seen from Figure 1.3, there is also
a clear interaction between the leader and the organizational context. For example,
changes to strategy will create a need for a change in the focus for the leader and
often the need to deploy leadership skills in a different way to address changing
contexts and priorities.

Much of the thinking and writing on leadership focuses on the leader and leader
behaviors. What is often neglected in this area is consideration of the nature of the
leadership agenda and the priorities for action. The model described provides a use-
ful framework for helping leaders to identify their action agenda and priorities. If
leaders review the key elements of the organizational strategy alongside the current
culture and the key organizational policies and practices, they can begin to identify
an agenda for actions with a clear sense of priorities and sequencing. This may be
best illustrated by considering a brief case study example.

An organization in the United Kingdom financial sector has a major strategic
goal of increasing market share by 10% over the next five years. In order to do this,
they have identified a number of critical strategic priorities which are:

(i) Improving the speed of getting new products to market. This will entail
increasing the ability to work across organizational functions and boundaries.
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(ii) Encouraging higher levels of innovation across most areas of the organization.

(iii) Identifying new distribution channels and rapidly establishing means of utiliz-
ing them for both new and existing products.

The current culture of the organization is characterized by:

(i) Risk aversion: This tends to be reflected in slow decision-making and a need
for the development of lengthy business cases to underpin any decisions.

(ii) Hierarchical: There are a significant number of organizational levels.
Decision-making tends to be fairly centralized with relatively limited delega-
tion of authority. In addition, the organization tends to be largely silo-based
with limited cross-functional communication or cooperation.

(iii) Bureaucratic: The organization tends to make extensive use of committees
for decision-making purposes and for reviewing practices and performances.
There are extensive and complex processes for reporting, analysis and com-
munication of information.

Flowing from this culture, some of the relevant policies and practices include:

(i) Communication flows tend to be downward and upward through the chain
of command within each functional area. Communication between functions
tends to be formal and largely occurs between functional heads.

(ii) Objective-setting tends to be carried out on a top—down basis. In practice, individ-
ual objectives only tend to emerge some five—six months into the planning cycle.

(iii) Detailed and tight job descriptions exist for the majority of jobs within the
organization. Formal performance reviews focus on individual objectives
which are tightly linked to individual job descriptions.

(iv) Reward is largely related to a combination of organizational level and length
of service. Incentive bonuses tend to be restricted to sales force and a few
senior executive positions.

From this synopsis, it becomes apparent that in order to achieve the strategic goal,
the leadership agenda will need to address the cultural, policy and practice dimen-
sions as an early priority. In reality, cultural change tends to take quite some time
(see below) and therefore, the priority areas for leadership to address will be associ-
ated with policies and practices. This dimension also tends to encompass structures.
Therefore, in this example, a potential priority leadership focus may entail an initial
intervention which would establish cross-functional teams to work on improving the
effectiveness of product development processes. This example highlights the impor-
tance of considering the interaction between leadership and the organizational con-
text in framing and prioritizing the change and development agenda for leaders.
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In the above discussion, the importance of culture as a significant aspect of the
organizational context for leadership was highlighted. In the example, we considered
how an understanding of the organizational context could help to frame the leader-
ship agenda. However, the model in Figure 1.3 indicates a two-way dynamic rela-
tionship between the leader and their context. This invites consideration of how a
leader can impact on the context and, in particular, on the culture of the organization.

In order to explore the relationship between organizational culture, leadership
and change, it is necessary to be clear as to what is meant by organizational cul-
ture. This is an area of considerable debate and a voluminous literature. Whilst it
is beyond the scope of this paper to explore this vast literature, it is necessary to
establish a frame for considering organizational culture. There are numerous defini-
tions of culture that have been produced over the years. In searching for an appro-
priate definition, it would appear that there are many facets, with emphasis shifting
according to the individual author. In addition, culture is impalpable, making defi-
nitions hard to relate to. For many, simply describing what culture means let alone
managing it can be difficult. Hofstede (1991) describes culture as ‘...software of the
mind — a collective programming of the mind that distinguishes the members of one
group of people from another’. Schein (1985) defines culture as °...the deeper level
of basic assumptions and beliefs that are shared by members of an organization,
that operate unconsciously, and that define in a basic taken-for-granted fashion an
organization’s view of itself and its environment’. A more long-standing definition
by Hall (1959) suggests that ‘culture is the pattern of taken-for-granted assumptions
about how a given collection of people should think, act and feel as they go about
their daily affairs’. Even though this definition is over fifty years old, it does not
appear out-of-date today.

There are many other definitions of culture, but most commonly, it is colloqui-
ally described as ‘the ways in which things are done around here’ and, as a form of
social glue that holds a group of people together. However, there is an increasing
recognition that culture may be viewed at two levels which are: (1) what is thought
and the way of thinking — implicit beliefs, values and basic assumptions and (2)
explicit or observable phenomena — procedures, structures, rituals, logos, etc.

The difficulty in pinning down the nature of culture has led to challenges in find-
ing ways of assessing or measuring an organization’s culture. Although many dif-
ferent approaches are adopted, a relatively recent framework proposed by Goffee
and Jones (1996) has proved to be helpful in practice. This framework explores an
organization’s culture through examining both of the levels described above. They
use two dimensions to describe the way human beings form groups and how they
relate to each other: sociability and solidarity. They define sociability as: ‘a mea-
sure of friendliness among members of a community’. This measure considers how
people relate to each other. High levels of sociability are likely amongst people who
share similar ideas, values, personal histories, attitudes and interests. Solidarity is
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defined as being: ‘based on common tasks, mutual interests and clearly understood
shared goals that benefit all the involved parties’.

This measure considers a community’s ability to pursue shared objectives quickly
and effectively, regardless of personal ties. It is more about how people think and
act than how they feel. Comparing these two dimensions within organizations
resulted in a matrix of four culture types, each of which can be present in a positive
(functional) or negative (dysfunctional) form within an organization. These are: net-
worked, communal, fragmented and mercenary, shown below (Figure 1.4) in their
double S cube model. This model was underpinned by four major points relating to
business culture that emerged from their research. These were: (1) most organiza-
tions are characterized by several cultures at once, (2) some companies experience
an archetypal life cycle of their culture/s, (3) there is not one ‘right’ or ‘best’ culture
for an organization — only the appropriate culture for the business environment and
(4) any form of culture can be functional or dysfunctional. It is the third of these
that begins to establish a link between leadership, change and culture.

In considering organizational culture, there is a widely held view that culture is dif-
ficult to change and any change takes a long time. An understanding of the two levels
described is helpful in identifying ways in which the culture may be moved. The first
level is concerned with core values and beliefs. This is certainly difficult to change
rapidly, as outlined in Chapter 4. However, there is some evidence that, over time,
leaders’ actions and behaviors can bring about a change at this level (see Chapter 5
which focuses on the creation and use of leadership culture to effect change). The
second level is more concerned with the manifestations of culture and how people

Negative

Positive
High Networked Communal
Sociability

Low Fragmented Mercenary

Low High
Solidarity

Figure 1.4 Coffee and Jones’ culture model.
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experience the culture of the organization (often referred to as the organizational
climate). This is more amenable to change in a shorter timescale and is an area in
which leaders’ actions and behaviors can have a significant short-term impact.

There is a considerable amount of research which highlights the importance
of leaders paying attention to achieving cultural change in a way which creates a
culture capable of supporting an organization’s strategic direction. The research
evidence of direct linkages between leadership behaviors and organizational perfor-
mance is, surprisingly, relatively sparse and, to an extent, somewhat inconclusive.
However, there are consistent research findings which cover a period of more than
thirty years, showing clear links between organizational culture and organizational
performance. This stream indicates that around 50% of variance in organizational
performance can be explained by differences in organizational culture. Furthermore,
this pattern of relationships is encountered within organizations as well as across
organizations. Individual business unit, or work group, performance differences can
also be explained by different ‘sub-cultures’.

A separate stream of research has shown clear linkages between leader behaviors
and the level two aspects of both organizational and business unit cultures. Indeed,
some studies have indicated that up to 80% of the variance in this level of culture
can be explained by differences in leadership behaviors. Considering these various
streams together provides a strong indication that leader’s impact on organizational
performance through their impact on aspects of the organizational culture.

The dynamic between leadership and culture does, however, also impact on leader
behaviors. This is well illustrated by a recent study carried out by Higgs and Rowland
(2005). In this study, they used the Goffee and Jones’ model of culture and explored
the relationship between organizational change, leadership behaviors and orga-
nizational culture. They found that in organizations in which the dimension of
sociability was a dominant aspect of culture, the predominant leadership behaviors
were leader-centric and followed the ‘heroic leadership’ model. On the other hand,
in organizations in which the dominant cultural dimension was solidarity, the domi-
nant leadership behaviors fell more into the ‘Engaging’ framework. Furthermore,
they found that the leader-centric behaviors were negatively related to change suc-
cess, whereas the ‘Engaging’ behaviors were positively related to change success.

In this chapter, we have explored the way in which changes in the broad organi-
zational environment are resulting in an increasing focus on leadership and a search
for a clear picture of what effective leadership looks like. However, there are no
easy solutions — there is no ‘Holy Grail’. In the course of this journey, we have seen
that the long-established and traditional ‘heroic leadership’ framework is of increas-
ingly questionable relevance and, as recent events have shown, these can have det-
rimental, even disastrous implications for national and global economies. In today’s
complex environment, an approach to leadership which is more ‘Engaging’ appears
to offer some useful pointers to more sustainable success.
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It has also become evident that leadership not only takes place within a macro-
context, but also in a dynamic relationship with the immediate organizational con-
text. Understanding and exploring this dynamic enables change leaders to develop a
clear focus and agenda both for action and their related development priorities. One
of the most significant areas of focus is that of the culture of the organization. It
is through the leader’s impact on the culture that effective and long-lasting perfor-
mance may be delivered.

In our exploration of the interaction between leadership and internal culture and,
indeed, between leadership and the external context, it is apparent that much of the
leadership agenda is core to the effective implementation of change. In Chapters 2
and 3, we explore in more detail the specific requirements involved in facing up to
and leading change.
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The Challenge
of Change
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I Introduction

This chapter focuses on the critical challenges faced by organizations in implement-
ing change. In considering how change leadership can be developed, it is important

to consider the emerging changes impacting organizational life in more detail. In
particular, it is relevant to reflect on:

B the drivers of and difficulties associated with change;

B the differing types of change;
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B experience of organizations in implementing change and lessons which may be
learned;

B developing an understanding of what works and what does not work in imple-
menting change.

In exploring these issues here, a significant range of research into change imple-
mentation will be examined, together with experiences from practice.

I Why is change so important and difficult?

We consistently hear that the external environment is increasing in its complexity
and volatility and by extension this becomes a significant driver within organiza-
tions. This is not to say that all organizational change is reactive. The environment
establishes a broad context; much organizational change represents either a response
to this changing context or an anticipation of future contextual changes. In broad
terms, there is much agreement that the main contextual change drivers are:

B Increasing levels of competition: The competitive landscape is impacted by changes
in entrants to the market as well as changes in consumer demands and expectations.

B Investor and stakeholder demands: In the private sector, investors’ demands
for improved performance and returns are a frequent driver of organizational
change. The relatively recent emergence of the impact of private equity funds
has, to a significant extent, increased this drive for change. At the same time, in
the public sector (particularly in the UK), demands from both service users and
government create pressures for organizational change.

B Globalization: The emergence of a global economy gives rise not only to chang-
ing competition but also to challenges relating to working across cultural bound-
aries and managing culturally diverse workforces often in diverse locations. In
broad terms, this places pressures on organizations to change ways of working,
leading and developing their business.

B Changing nature of the workforce: Whilst the process of globalization leads to
greater workforce diversity, organizations are also faced with a workforce with
different values, expectations and communication media useage. ‘Traditional’
ways of leading and managing are no longer acceptable to many employees.
Increasingly, organizations are wrestling with ways of securing employee com-
mitment and attracting and retaining key talent. This creates significant pres-
sures to change and develop appropriate leadership behaviors, human resource
systems and ways to share knowledge.

B Technology: Few of us have not been touched by the ever-advancing pace of
technological developments. Such developments create conditions which demand
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organizational changes in terms of finance, production, marketing, work pro-
cesses communication and even location (both of business units and employees).

B Legal and regulation: It is a paradox that as business acts globally and requires
flexibility in order to respond to the challenges of a local and global market-
place, they are faced with an increasing level of legal interventions and regu-
lation. Whilst the details vary from country to country, there are also changes
which have global effects. For example, the Sarbanes—Oxley legislation has had
a significant impact in terms of governance structures and processes for any
business with some degree of connection to the USA. Recent machinations at
the G20 summit are likely to lead to global and local financing scrutiny.

B Societal changes: Broader societal developments can lead to significant pres-
sures on organizations to change their business practices and ways of working.
The current concerns relating to ‘global warming’ are leading to pressures for
change to both public and private sector organizations, through corporate social
responsibility agendas, clean and energy efficient technologies, social entrepre-
neurship and not-for-profit agencies.

These change drivers create an organizational context in a way which leads to
ever-increasing levels of complexity. In addition, there is a growing recognition that
in order to achieve longer term viability, organizations need to become more flex-
ible, adaptive, innovative and reputation savvy.

Types oF CHANGE

Many interventions in organizations are described as changes. However, in real-
ity it is important to understand that there are different types of change, each of
which presents differing challenges and may require differing approaches. One way
of characterizing types of changes is essentially based on the extent or degree of
change being considered. Three broad categories may be identified. These are:

1. Developmental
Developmental change can be either planned or emergent; it tends to be incre-
mental. It is change that enhances or corrects existing aspects of an organiza-
tion, often focusing on the improvement of a skill or process.

2. Transitional
Transitional change is intended to achieve a known desired state that is differ-
ent from the existing one. It is episodic, planned and often radical. Much of the
organizational change research and literature is based on this type.

3. Transformational
Transformational change is sustainable in nature and requires a shift in assump-
tions made by the organization and its stakeholders. Transformation can result
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in an organization that differs significantly in terms of structure, processes,
culture and strategy. It may, therefore, result in the creation of an organization
that subsequently operates in a way in which it continuously learns, adapts and
improves.

Carnall (1999) proposed a somewhat different typology which he described as
follows:

B Organization-specific change
This category relates to single change initiatives applying to a bounded part of
the organization. For example, the development of a new product or goods/ser-
vices distribution channel.

B Generic organization-wide change
This covers changes which tend to have an impact across the whole of the orga-
nization. For example, the introduction of Business Process Re-engineering,
Total Quality Management programs, or their offshoots like ‘lean’, tend to touch
all parts of the organization.

B Generic multiorganizational change
These are changes which involve more than one organization. Examples here
would include mergers and acquisitions.

Within this framework, a further categorization emerges which is concerned with
the distinction between episodic and continuous change. Episodic change tends to
be infrequent, discontinuous and intentional. In essence episodic change tends to
be radical and frequently entails the replacement of one strategy or program with
another. On the other hand, continuous change is ongoing, evolving and cumulative.
It is seen as ‘improvement’ change and is characterized by people constantly adapt-
ing ideas they acquire from different sources. At an organizational level, these con-
tinuous adjustments made across all parts of the organization can create significant
leadership challenges. The principles of continuous change engender the flexibility
to accommodate and experiment with everyday contingencies, breakdowns, excep-
tions, opportunities and unintended consequences that punctuate organizational life.

In considering types of change, it is also important to think about the part (or
parts) of the organization which is the focus of the change. Those changes which
impact on the core activities, structures or processes of the organization are likely
to be more difficult to manage than those which impact on peripheral activities.
Combining the dimension of radical:incremental change with the dimension of
core:peripheral provides a framework for assessing the degree of challenge involved
in any change. This framework is shown in Figure 2.1.

From this it is clear that the changes which present the greatest leadership
challenge are those which impact core activities and where a radical approach is
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Incremental

Figure 2.1 Framework for assessing change initiatives.

adopted. These introduce a high level of complexity into the change process. Yet
it is to this quadrant that many organizations are increasingly drawn and attempt to
deal with the complexity through the development of comprehensive and detailed
process and project planning mechanisms.

More recent research has indicated that the 70% failure rate mentioned previously
may overstate the degree of challenge faced in implementing change. However,
these studies still indicate significant levels of change failure. So what are the rea-
sons for consistent failure and what leads to success?

Research has shown that one of the causes of the failure to manage change is
that managers have neither the expertise nor the capacity to implement change
successfully and that managing change according to ‘textbook theory’ is difficult
(Buchanan & Boddy, 1992). Others argue that the prevailing theoretical paradigms
are based on assumptions that: (1) managers can choose successful changes in
advance of environmental changes, (2) change is a linear process and (3) organiza-
tions are systems tending to states of stable equilibrium. This paradigm has a long
history, perhaps beginning with Lewin (1947) who proposed the classic three-stage
model of the change process that is shown in Figure 2.2. This model has been cen-
tral to much of our thinking about how change works for many decades.

These views on the difficulty of change tend to be relatively ‘high level’ and
often somewhat theoretical. Furthermore, much of the research and writing which
examines change difficulty tends to look at the radical/core section of the change
framework shown in Figure 2.1.

ResisTANCE TO CHANGE

In working with practicing managers in organizations, a major common difficulty
associated with implementing change is the challenge of dealing with the resistance
to change which is inevitably encountered. As witnessed in discussing the prob-
lems of successfully implementing the changes associated with Business Process
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Figure 2.2 The three-phase model.
Source: Adapted from Lewin (1947).

Re-engineering, ‘people are the problem!’, even though change initiatives tend to
forget, or over or underestimate, the likely responses of the people.

In exploring the nature and causes of resistance to change, the following have
been identified as significant factors:

B When the reason for the change is unclear. Ambiguity (whether it is about costs,
equipment or jobs) can trigger negative reactions among employees.

B When those impacted by the change have not been consulted about the change
and it is offered to them as a fait accompli.

B When change threatens to modify established patterns of working relationships
between people.

B When communication about the change (purpose, scope, timetables, personnel,
etc.) has been inadequate. Employees need to know what is going on especially
if their jobs may be affected. Informed employees tend to have higher levels of
job satisfaction than uniformed ones.

B When the benefits and rewards for making the change are not seen as adequate
for the trouble involved.

B When the change threatens jobs, power and status in an organization.

Associated with resistance is the challenge of securing the performance of all of
the people impacted by the change. There is no doubt that performance dips dur-
ing the early part of the change. If the ‘natural’ change cycle is achieved and man-
aged, then, over time, performance can be rebuilt. The concept of a change cycle (or
change curve) is illustrated in Figure 2.3.

What is clear from Figure 2.3 is that achieving individual and personal perfor-
mance in relation to a change takes time (and effort). However, all too often the
change imperative and related plans fail to allow for the personal transition of people.
Resisters tend to be labeled as ‘bad people’ and frequently coerced into accepting
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Figure 2.4 How change is experienced.

the change. As a result, resumption of performance is rarely achieved and the levels
of personal commitment of the ‘resisters’ decline. In order to develop strategies for
managing resistance to change, it is helpful to consider how people in the organiza-
tion experience the change. One useful way of thinking about this is illustrated in
Figure 2.4.

This considers where the change is coming from and who is impacted by it. In
a sense, it identifies the locus of control and an individual’s position in the frame
tends to lead to different experiences of change and, consequently, the nature and
degree of resistance. For example:

B In control
This is the change we tend to feel best about. ‘I am initiating it and it only
impacts me’ (e.g. losing weight, initiating a job transfer).

B Inresponse
This is the change where we usually feel most resistant or ‘victimised’. The
change is being ‘done’ to us (e.g. top—down restructuring, being asked to develop
a new skill).
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In direction mode

We tend to feel pretty OK about this kind of change, although we usually
encounter resistance from others, e.g. trying to change your partner’s habits, set-
ting staff performance objectives.

In support

We are not usually in this mode of change; however when we are (e.g. as a con-
sultant or facilitator), it can feel strangely out of control and invisible which
makes us anxious.

Within this framework, effective strategies for managing resistance tend to entail:

Helping individuals and teams understand how they are responding to the change
and why.

Identifying opportunities to help individuals and teams to develop stronger feel-
ings of control. In general terms, this tends to entail ensuring increased involve-
ment in the creation of change activities. Achieving this entails a combination
of facilitation (e.g. working with them to help them in achieving the change
goals), and education (e.g. spending time on helping them to understand why
the change is required).

In practice organizations have found that working with resistance, rather than

trying to overcome it, is a more effective strategy. This way of viewing resistance
places greater emphasis on understanding the impact of how we approach change
on the ultimate effectiveness of its implementation. Furthermore, it emphasizes the
need to do change with others rather than doing change to them.

Any approach to managing resistance is, in part, dependant upon being able to

identify signs of resistance. There are potentially four distinct types of resistance.
These are:

1.

Covert resistance
Covert resistance is deliberate resistance to change, but done in a manner that
allows the perpetrators to appear as if they are not resisting.

Overt resistance

Overt resistance does not try to hide and is a result either of someone comfort-
able with their power, someone for whom covert acts are against their values or
someone who is desperate. This may take forms such as open argument, refusal
or attack.

Passive resistance
Passive resistance occurs where people do not take specific actions. At meetings,
they will sit quietly and may appear to agree with the change. Their main tool is
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to refuse to collaborate with the change. In passive aggression, for example, they
may agree and then do nothing to fulfil their commitments.

4. Active resistance
Active resistance occurs where people are taking specific and deliberate action
to resist the change. It may be overt, such as public statements and acts of resis-
tance, and it may be covert, such as mobilizing others to create an underground
resistance movement.

Clearly both passive and covert resistance are the most difficult to identify
quickly. If a change leader relies on purely responding to resistance, when encoun-
tered, these two categories may take too long to uncover and thus the resistance will
have an opportunity to impact adversely on change implementation. It is a more
productive strategy to try to anticipate reactions to the change and deploy the over-
all strategies outlined above.

Whilst resistance is generally perceived as being a negative within a change pro-
cess, it is important to consider that resistance can be an indicator that change is
having an impact. Furthermore, it surfaces the key issues and concerns which need
to be addressed in order to ensure effective implementation in the long run. Finally,
resistance can play a positive role in surfacing challenge and insights which can
prove beneficial in achieving the change goals or indeed discovering more appro-
priate ones.

WHAT HAS BEEN LEARNED FROM WORKING WITH ORGANIZATIONS?

Much has been written about change based on experiences of organizations attempt-
ing to implement significant changes. One of the seminal works, based on the expe-
rience of working with organizations, is presented by John Kotter (1996). In his
Harvard Business Review article, Kotter identified eight core reasons for change
failure. These were:

1. Allowing too much complacency: Failing to make a sufficiently compelling case
for change and allowing people within the organization to believe that the status
quo is a viable option for the organization.

2. Failing to find champions: This leads to a focus on dealing with resisters rather
than identifying, and utilizing, those who identify with the change and are able
to influence others within the organization.

3. Underestimating the power of vision: In broad terms, the belief that the met-
rics relating to the change provide the impetus leads to minimal engagement.
In reality, engagement with change is a combination of rational and emotional
engagement, with the latter being the more powerful driver of action.
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Under-communicating the vision: Relying on formal and rational communication
of the change vision. Successful organizations communicate the vision on a face-
to-face basis and leaders have conversations around this on an ongoing basis.

. Allowing obstacles to block the new vision: Simply, in many organizations
resistance and difficulty in implementation is allowed to halt the change
implementation.

Failing to create short-term wins: In many organizations, the achievement of
successful change implementation requires significant effort which needs to be
sustained over a long period. However, unless there are visible signs of prog-
ress, it is difficult to sustain the required effort.

Declaring victory too soon: Too often change implementation success is moni-
tored in terms of achievement of process and system change. However, true
change only occurs when changes in individual behavior are realized.

Neglecting to anchor changes firmly in the corporate culture: In many cases,
change is a ‘silo’ activity. The linkages with all aspects of the organizational
system are ignored. For example, a change designed to develop higher levels of
innovation based on effective teamworking is unlikely to be sustained unless the
reward structures recognize both individual and team contributions.

Kotter proposed that if organizations addressed all of the above issues, they

would be more successful in implementing significant change initiatives. However,
in the decade following Kotter’s insights, the level of change failure has not
reduced. This indicates that addressing the important (if not critical) but challeng-
ing issue of implementing change warrants consideration of how implementation
can be approached.

I Approaches to change and how change happens

In practice, relatively few organizations consciously consider the options available
to them in terms of how they might approach the implementation of a significant
change. Approaches to change may be summarized under five headings, viz:

U1 & W N =

Directive
Expert
Negotiating
Educative

Participative
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Brief descriptions of these approaches are as follows:

B Directive

This strategy focuses on the leaders’ right to manage change and the use of
authority to impose change with little or no involvement of other people. The
advantage of the directive approach is stated to be that change can be under-
taken quickly. However, the disadvantage of this approach is that it does not
take into consideration the views, or feelings, of those involved in, or affected
by, the imposed change. This approach may lead to valuable information and
ideas being missed and there is usually strong resentment from employees when
changes are imposed rather than discussed and agreed.

B Expert

Within this approach, the management of change is seen as a problem-solving pro-
cess that needs to be resolved by an ‘expert’. In general, the approach is applied to
more technical problems and is normally led by a specialist project team or senior
manager. There is likely to be little involvement with those affected by the change.
The advantages to using this strategy are that experts play a major role in the solu-
tion and the solution can be implemented quickly as a small number of ‘experts’ are
involved. Again, there are some issues in relation to this strategy as those affected
may have different views from those of the ‘expert’ and may not appreciate the
solution being imposed or the outcomes of the changes made.

B Negotiating

This strategy emphasizes the willingness on the part of leaders to negotiate and
bargain in order to effect the desired change. In employing such an approach,
leaders need to accept that adjustments and concessions may need to be made in
order to implement the change. The approach acknowledges that those affected
by change have the right to have a say in what changes are made, how they
are implemented and the expected outcomes. A major perceived disadvantage
is that the approach takes more time to effect change, the outcomes cannot be
predicted and the changes may not fulfil the total expectations of the leadership
team. However, a significant advantage is that individuals will feel involved in
the change and be more supportive of the changes made.

B Educative

Within this approach, the emphasis is on changing people’s values and beliefs,
‘winning hearts and minds’, in order for them to fully support the changes being
made and move toward the development of a shared set of organizational values
that individuals are willing and able to support. As with a negotiating approach,
the disadvantage is that the approach is asserted to take longer to implement.
However, the advantage is that individuals within the organization will have
positive commitment to the changes being made.
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B Participative

This strategy emphasizes extensive involvement of all of those involved and
affected by the anticipated changes. Although driven by leaders, change pro-
cesses are less management dominated and driven more by groups or individuals
within the organization. The views of all are taken into account before changes
are made. The main disadvantages of this approach are the length of time taken
before any changes are made and it can be more costly due to the number of
meetings that take place. However, the benefits are that changes made are more
likely to be supported due to the involvement of all those affected. The commit-
ment of individuals and groups within the organization will increase because
they will feel ownership of the changes.

Since the early 1950s, the dominant thinking about change (and consequent
approaches) may be described as largely programmatic. This results in change
approaches which are characterized by:

B Linear and sequential thinking: A mindset which sees change implementation
as employing clearly defined steps with an ability to predict the outcomes of
each intervention.

B Change is initiated and implemented on a ‘Top down’ basis: The need for change
is identified and the plans for implementation are developed by the senior lead-
ership group and then cascaded through the organization (or impacted part of
the organization).

B Without the intervention of the senior leadership group, no change in response
to a changing context would occur. In other words, there is a significant level of
inertia amongst those who work within the organization.

B The role of change leaders is interventionist: Through interventions the leaders
drive the change forward.

Underpinning this frame is a ‘mind-set’ which sees change as essentially epi-
sodic with a goal of creating or enhancing economic value. Since the mid-1990s,
lessons from research into ‘Complex Adaptive Systems’ from fields such as phys-
ics, biology and the natural world have greatly influenced thinking about organiza-
tional change. This world view assumes that change is happening all the time, it is
‘emerging’ all around us, it is a feature of living systems where equilibrium would
equal death. Can we therefore treat human communities in organizations as living
systems? The leadership challenge turns the programmatic sequence on its head — it
is to discover existing pockets of innovation (‘freeze’), work with that energy and
shape it (‘adjust’) and then set the organization free again (‘unfreeze’). It assumes a
more organic, yet also unpredictable change sequence.
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Employing this way of thinking leads to what have been described as ‘Emergent’
change approaches which are characterized by:

B Systems thinking: Viewing the organization as a complex system and under-
standing the connections and interactions in order to stimulate change.

B Change can start anywhere in the system: In complex organisms, the largest
changes often start at the periphery of the system. This is the point where the
organism interacts with its environment. In an organizational context, the par-
allel is that the need for change, and related adaptations, is often found at the
interface between the organization and its customers (the front line).

B People in the organization are naturally self-organizing: They are capable of
identifying and responding to changes in the external environment.

B The role of change leaders is to help the people in the organization make sense
of the challenges and issues they face: This is achieved through dialogue and the
leader becomes a facilitator of change rather than a driver of change.

This framework operates on the belief that change is a continuous, adaptive, pro-
cess. The goal of such change is seen as not only creating economic value, but also
developing the capability of the organization. For some while, these differing frames
for thinking about change tended to be seen as competing views. However, in prac-
tice, change approaches can vary depending on the context and needs for change.
The advantages and disadvantages of each approach are summarized in Table 2.1.

Higgs and Rowland (2005) in reviewing the research on change built on the pro-
grammatic versus emergent debate identified that approaches to change could be
categorized using two axes which reflected core mindsets adopted by leaders in the
change process. These were:

W Simple to complex: At the simple end of this axis change is seen as a linear pro-
cess in which actions can be planned and consequences predicted. At the complex
end of the axis change is seen as a complex phenomenon in which outcomes can-
not be readily predicted and the process of change cannot be assumed to be linear.

B Uniform to distributed: This axis relates to the extent to which change has to
be standardized throughout the organization. At the uniform end, standardiza-
tion dominates. However, at the distributed end of the axis, whilst the intent and
direction of change is shared throughout the organization, the implementation
of the change can vary in different parts of the organization.

Much of the writing on change is either descriptive of a specific case or somewhat
theoretical. Higgs and Rowland (2005) conducted an extensive research project to
explore how change really happens. In doing this, they collected data from over 50
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Table 2.1 Reviewing alternative change approaches

Advantages Disadvantages
Emergent B Adaptability/ B Too slow/not good
breakthrough facing threats
B Local sensitivity B Not bold or visionary
B Works with natural enough
energy B Paradigm shifts not
M Exploits tacit visible
knowledge B Against the grain —
[ | Deve[ops control of
self-capacity outcomes/hierarchy
B Quick feedback and B Limited by pre-existing
learning skills
Programmatic B Captures attention B High probability of
and focus relapse
B Aligned to power B Less suitable for oppor-
distribution tunity driven change
B Conveys rationality B Patchy implementation
to shareholders B Has unanticipated
B Easier to diffuse consequences
B Temptation toward
hypocrisy

Source: Adapted from Weick (1995).

change leaders drawn from 12 organizations. Each change leader was asked to recount
stories relating to changes in which they had been involved. In all, they collected
nearly 100 change stories. Analyses of this data identified four distinct approaches to
change. These are placed within the axes described above and are shown in Figure 2.5.

Further analyses of this data explored the relative success of the changes
described together with a range of contextual factors (e.g. speed of change, scale,
complexity, etc.). From these analyses they found:

(i) In high magnitude change (i.e. change which impacts a large number of peo-
ple and entails changes to multiple parts of the system), the most effective
change approach is an Emergent one. This approach accounted for nearly a
third of the variance in change success.
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Uniform
Directive Master
Change being driven, controlled, managed, Change being driven, controlled, managed,
initiated from top/center/person or small group initiated from top/center/person or small group
Simple theory of change or a few rules of thumb Complex theory of change — lots of elements,
Recipes drawing on more than two theorists, use of
Small range of interventions used change model
Few targets set Wide range of interventions used
Tightly controlled communications Extensive engagement which influences change
Explicit project management process
Engagement is about control of drift Explicit project management
(timescales, objectives, use of resources and Capability development
local adaptation)
Little or no attention given to capability
development
Simple Complex

Self-Assembly

Tightly set direction

Accountability for change lies with local
managers

Capability and capacity development
Strategic direction but local adaptation
Use of set tool kits and templates
Innovation against certain parameters

Emergent

Few big rules and loosely set direction
Change initiated anywhere in organization but
usually where there is high contact with
client/customers

Issues of spread and diffusion — sharing best
practice

Lateral connections important

Novel mixes of people
Use of maps to construct meaning

Distributed

Figure 2.5 Four change approaches explained.
Source: Copyright RFLC 2007.

(ii) Change is a complex activity. Those approaches identified as being under-
pinned by assumptions at the simple end of the simple:complex axis shown
in Figure 2.5 above (i.e. Directive change and Self-assembly change) are less
effective in most scenarios than those which recognize the underlying com-
plexity of the phenomenon (i.e. Master and Emergent approaches). Indeed
both Directive and Self-assembly approaches were negatively related to suc-
cess in most contexts.

An Emergent approach to change appeared to be more successful than any of
the other three change approaches in most contexts. Analyses indicated that
an Emergent approach explains greater proportions of variance in success.
However, informants were often describing an Emergent approach from an
intuitive rather than theoretically informed perspective. From the interviews, it
was apparent that the Emergent approach occurred in the context of a change
framework that was more planned and structured. It is feasible, from this data,
to propose that the Emergent approach describes how change actually happens
as opposed to how change is articulated.

(iv) An approach to change that is both simplistic and widely differentiated (see
Figure 2.5, i.e. a Self-assembly approach) appears to be unsuccessful in any
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context. Change stories from the informants provided evidence that what
was referred to as ‘tool kit change consistently failed to support the required
direction of change. Furthermore, there were a large number of negative rela-
tionships between Self-assembly approaches and success across a wide range
of contexts.

(v) In long-term change initiatives (i.e. those with a time horizon of more than 18
months), and within organizations facing continuing change, a Master approach
appears to be an effective strategy. Evidence for the interviews pointed to the
importance, in such contexts, of creating an overall framework for change and
developing both individual and organizational capacity for change. Analyses
of the data supported this view showing that a Master approach accounted for
21% of the variance in change success in long-term change.

In broad terms, the Higgs and Rowland (2005) model indicates that both
Directive and Self-assembly change approaches are focused on doing change to
people; whereas both Master and Emergent change approaches focus on doing
change with people. The results indicate that doing change with people is a more
effective change strategy in most contexts including short-term change. Thus the
more participative practice of change is more effective and less disadvantageous
than has been suggested by many writers on change.

The high failure rates of change implementation present organizations with a
major challenge. This is particularly so as there are increasing pressures on orga-
nizations to change in response to a volatile and rapidly changing environment.
What is clear is that the problem of implementing change is not something which
lends itself to simplistic solutions. Indeed, the process of change implementation is
described by many leaders as being a ‘very messy business’.

The exploration of alternatives to the dominant ‘programmatic’ view of change has
provided valuable insights into some of the approaches which have a greater chance
of success. What is clear is that many of the more promising approaches require a
shift in our view of the change leader’s role and the associates capabilities required.

In broad terms, this chapter has shown that although it is clearly difficult to
implement change effectively, there is a growing volume of evidence which indi-
cates that success is more likely if:

B change is understood as a complex leadership, management and follower
phenomenon;

B change approaches and processes genuinely involve all of those impacted by the
change;

B change leaders have the capabilities necessary to lead the implementation of
change in complex and volatile settings, in a more involving manner.
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To a large extent, this book is designed to explore in more detail the last of these
points. Further chapters will examine the nature of the capabilities required by
change leaders and how these may be developed, leading to the specification of our
top 10 capabilities emanating from practice and research.
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What Does It
Take to Lead
Change?
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I Introduction

The overall aim of this book is to identify strategies and tactics for developing
change leaders. In order to develop such leadership capability, it is important to
have a clear picture of what is required to lead change effectively. This chapter is
designed to provide a view of the areas of focus required in any change leadership
development process.

Having explored the context and challenges of change, the significance of the
role of leadership is notable. In this chapter, we build on the general developments
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in our thinking about leadership and explore the specific aspects which are impor-
tant to enable effective leadership of the implementation of change.

In doing this, the chapter begins by exploring the range of roles encountered in a
change process. Understanding the nature of the role being played is an important pre-
requisite for understanding the nature and style of leadership behavior which is required
for each specific role. The chapter then explores a range of views and models encoun-
tered in developing an understanding of what it takes to lead effective change interven-
tions. This exploration covers views on skills, competencies and leadership practices.

I Critical roles in a change process

In any change process, there are four critical roles, which are:

1. Change Advocates: The individual (or group of individuals) who are primarily
concerned with the initiation of the change.

2. Change Sponsors: The senior-level individuals within the organization who
place their support behind the change and give legitimacy to the interventions
required to implement the change.

3. Change Agents: The individuals charged with the implementation of the change
process.

4. Change Targets: The individuals impacted by the change and whose practices
and behaviors need to be modified in order to achieve the goals of the change.

In the light of this categorization of roles, it is evident that three of them immedi-
ately relate to leadership, either based on position, power or practice (i.e. advocate,
sponsor or agent). However, leaders can also be change targets and, therefore, the
roles are not necessarily arranged in a hierarchical manner. Indeed there is a dynamic
relationship between the roles. This is shown diagrammatically in Figure 3.1.

For example, an individual senior manager may have identified a need for a
change which has an impact beyond their immediate remit. In this case the senior
manager may be the change Advocate. However, in order to achieve the support
and resource necessary to make this change happen, they need access to senior
levels within the organization and need to secure the support of a senior member
of the executive who will act as the change Sponsor. Given a clear case and rel-
evant sponsorship, the change Agent is the individual who has the role of leading
the implementation of the change. The change Target is the individual impacted by
the change. The target could indeed be an individual in the organization who is at a
higher level in the organization than the change Agent. This is an example of where
the dynamic relationship between the roles becomes notable. The Agent may need
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Sponsor
Advocate < T > Agent
Target

Figure 3.1 Dynamic change role relationships.

the support of the Sponsor in securing behavioral change in a Target who is at a
higher organizational level than the Agent. Of these four roles, three require proac-
tive leadership skills and behaviors (i.e. Advocate, Sponsor and Agent), whilst the
fourth (i.e. Target) requires somewhat different skills and behaviors. In broad terms,
the key leadership skills required within each role may be seen as being:

B Change Advocate: Ability to exercise environmental scanning, identify the need
for change, ability to formulate and articulate the case for change, influencing
and persuasion skills.

B Change Sponsor: Networking skills, political awareness and role modelling
skills.

B Change Target: A leader in the role of change Target — it is important that skills
relating to challenging constructively, assumption surfacing and clarifying
through inquiry are important. These skills ensure that the Target is not a pas-
sive participant in the change process, but can contribute to effective implemen-
tation through skilled engagement with the change.

B Change Agent: Much of the literature and research associated with change lead-
ership focuses on the role of the change Agent.

In reviewing the role of the change Agent, Buchanan and Boddy (1992) iden-
tify the importance of effective Agents by understanding that the reality of change
implementation requires a combination of ability to manage the explicit change
plans and processes, and the ability to operate separately within the organization’s
political and power structures. They refer to this as being the ‘performing’ and
‘backstaging’ skills and abilities.

The public ‘performing’ skills relate to:

B following the ritual, and legitimizing the script, relating to the rational/linear
model of change project management;



44 Part1 The Contemporary Context for Developing Change Leadership

B implementing rationally considered and logically phased change plans;

B visibly encouraging participation in the change process.
However, they propose that the ‘backstage’ activity requires skills relating to:

B engaging and maintaining support for the change;
B identifying and overcoming resistance to the change;

B influencing others, deploying power, negotiating, selling the case for change,
and managing the interpretation of the purpose and meaning of the change.

Weick (1995) sees the focus for change leadership as being to help those involved
in the change to make sense of what is happening and what needs to happen. ‘Given
the ambiguity created by change, the effectiveness of any intervention is determined
not so much by the content of the change initiative as by the quality of the inter-
action available to deal with the ambiguity created by that project” (Weick, 1995,
p. 48). Core to this sense-making process is the leader’s skilled use of inquiry as an
aid to uncovering the systemic issues underpinning the need for change and which
either support or impair change implementation. Building on this view, Isaacs
(2000) sees two major skill areas for change Agents. He identifies these as being
Advocacy and Inquiry, both of which need to be exercised in a skilled and balanced
manner. He sees the focus of advocacy as being a process of influencing which
requires the leader to:

B state his/her opinion and providing a description of the data which informs this
opinion;
B provide an overview of their reasoning, in particular explaining their assumptions;

B test his/her conclusions; having provided their opinion and the leader invites
input from others, having encouraged this input.

Isaacs (2000) describes the focus of inquiry being that of learning. This, he pro-
poses, requires the leader to:

B ask questions as a means of drawing out the reasoning of others;

B stating why he/she is asking this question; this provides a means of connecting
individuals’ responses to the leader’s intent in relation to the change;

B explore the responses to the questions, in particular this requires the ability to
elicit specific examples to illuminate the responses;

B check his/her understanding of the responses; the purpose here is to build a new
or deeper understanding rather than to close down dialogue or promote their
own ideas.
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Overall, leaders need to deploy a balanced mix of advocacy in acting as a change
Agent. In this way, Isaac suggests they achieve effective dialogue which, in itself,
progresses the change. In a similar vein, Shaw (1997) suggests that conversations
are central to change. She proposes that the most effective thing a leader can do in
order to bring about change in an organization is to change the nature of the conver-
sations which take place in the organization.

Whilst much of the work around implementing change has focused on understanding
the roles and responsibilities, research into causes of change failure has demonstrated
that little emphasis has been placed on the importance of a broader understanding of
the role and behavior of change leaders. Indeed Buchanan and Boddy (1992) have sug-
gested that a major cause of the endemic failure of change can be attributed to the fail-
ure to understand that change leadership capability needs to be developed and to invest
in this development. It has been suggested that typical leadership development activi-
ties build the capability to leaders to solve problems rather than deal with ambiguity,
paradoxes and dilemmas. Yet it is the latter which are central to the process of change
within an organization. Within this context, many have argued that the skills and com-
petencies required by leaders in general need to be reappraised in the context of their
significant role and impact on the effectiveness of change implementation (Conner,
1999). Further, it has been suggested that the development of change leadership capa-
bility can, in itself, provide organizations in today’s context with significant competi-
tive advantage. However, much of this debate takes a relatively traditional/hierarchical
view of leadership. This raises a question concerning who we see as being involved in
the leadership of change. Senge et al. (2002) suggested that the traditional leadership
view may constrain an organization’s ability to build change leadership capability. His
following observation appears particularly apposite to the debate.

Might not the continual search for the hero-leader be a critical factor in itself,
diverting attention away from building institutions that by their very nature,
continually adapt and reinvent themselves, with leadership coming from many
people and many places and not just from the top.

Senge et al. (2002, p. 64)

In pursuing this line, a broader view of change leadership emerges, which is largely
focused on the view that certain change leadership competencies are prerequisites
for successful implementation, irrespective of the hierarchical level of the ‘change
leader’. This developing ‘competency’ school is explored further in the next section.

I Change leadership competencies

There have been a number of attempts to categorize and explain the major compe-
tencies associated with effective change leadership. At a very high level, the core
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change leadership competencies required to develop change capability within an
organization can be seen to be:

(i) change mastery (i.e. a deep understanding of change and challenges and
approaches);

(if) managing resistance;
(iii) an appetite to learn;

(iv) an ability to influence without authority.

Working at a more detailed level, Buchanan and Boddy (1992) conducted a sur-
vey within a broad range of organizations. From an analysis of the responses, they
identified the following areas of competence:

(i) sensitivity to key personnel changes and their impact on goals;
(ii) clarity in specifying goals and defining the achievable;
(iii) flexibility in responding to change and risk taking;
(iv) team building;
(v) networking;
(vi) ambiguity tolerance;
(vil) communication skills;
(viii) interpersonal skills;
(ix) personal enthusiasm;
(x) stimulating motivation and commitment in others;
(xi) selling plans and ideas to others;
(xii) negotiating with key players for resources and change;
(xiii) political awareness;
(xiv) influency skills;

(xv) helicopter perspective.

Although there are a diverse range of such frameworks, some emerging patterns
can be identified. Higgs and Rowland (2001) conducted a review of both academic
and practitioner literature and produced the overall review summarized in Table 3.1.

Based on this review, Higgs and Rowland (2001) undertook an action research
project, working with a global energy company, to develop a change leadership
competency framework. This research led to the development of a reliable frame-
work which proved to be valuable in building this organization’s change leadership
capability and has subsequently been validated in further research projects.
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Table 3.1 Change management competency profiles in the literature

Source

Key elements

Ulrich & Brockbank
(2005)

General Electric;
Definition of HR
Competencies

Cornell University:
Change Skills for
HR Managers

PepsiCo’s Change
Leadership Profile

Conner (1999);
Organization
Development
Research

How to Be an
Internal Consultant

Oliver Wyman &

Company; Criteria for

Choosing Effective
Change Agents

Business Acumen, HR Practices and Managing
Change (latter accounts for 42.7% of the variance
in HR professionals’ competency levels)

Knowledge of Business, Delivery of HR, Personal
Credibility, Ability to Manage Change (Change
Advocacy, Process Orientation, Facilitation)

Facilitation of Organizational Change (defining
change goals, identifying obstacles and
resistance, establishing change strategy,
implementing interventions, techniques for
managing transitions, empowering line managers)

Roger Enrico Leading Change Seminar

Skills Profile for HR Professionals (acting as a
catalyst for change, being a facilitator, providing
support to team members)

ODR Candidate Selection Form (sponsor trust,
challenge, group dynamics, change agent
knowledge)

ODR Change Resilience Profile (Positive, Focused,
Flexibility, Organized, Proactive)

Challenger, Interventionist, Provider of Insight,
Process Analyst, Listener/Observer, Developer of
Ownership

High levels of political support, works well across
organizational boundaries, personally resilient,
produces accurate perception of reality, direct
and open)

This framework is summarized in Table 3.2.

In a detailed study which followed up a change leadership competency develop-
ment program, Higgs and Rowland (2002) demonstrated clear and significant rela-
tionships between the development of each of the competency areas and the change
leaders’ impact on the implementation of specific change initiatives which they

were working with.
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Table 3.2 Change management competency framework

Competency cluster

Competency indicators

Change Initiation (CIN); ability to create
the case of change and secure credible
sponsorship

Change Impact (CIM); ability to scope the
breadth, depth, sustainability and returns of a
change strategy

Change Facilitation (CF); ability to help others,
through effective facilitation, to gain insight
into the human dynamics of change and
to develop the confidence to achieve the
change goals.

Change Leadership (CL); ability to influence
and enthuse others, though personal
advocacy, vision and drive, and to access

resources to build a solid platform for change.

Change Learning (CLE); ability to scan, reflect
and identify learning and ensure insights
are used to develop individual, group and
organizational capabilities.

Change Execution (CEX); ability to formulate and
guide the implementation of a credible change
plan with appropriate goals, resources, metrics
and review mechanisms.

Change Presence (CP); demonstrates high
personal commitment to achievement of
change goals through integrity and courage,
while maintaining objectively and individual
resilience (‘a non-anxious presence in a sea
of anxiety’)

Change Technology (CT); knowledge,
generation and skilful application of change
theories, tools and processes.

Surface issues

Demonstrates impact of issues

on performance
Influences key sponsors

Secures sponsor commitment

Scope of thinking

Depth of impact (systemic
thinking)

Reframing

Identifies ‘returns on change’

Manages human dynamics
Encourages and supports
self-management
Conflict management
Process management

Networking
Relationship building
Personal impact

Sells ideas

Coaching
Listening and inquiry
Knowledge management

Organizational savvy
Manages resistance
Journey design
Journey management

Courage
Resilience
Authenticity
Objectivity

Theories
Tools
Processes

Reproduced under licence to TRANSCEND.
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The results of this study provided significant support for the view that building
change leadership capabilities provide a solid platform for successful change. An
interesting finding which emerged from this study was that the participants did not
follow a set or common approach to the overall change implementation process.
Indeed as both Moss Kanter (1996) and Senge et al. (2002) have commented ‘there
is no one right way to implement change’. What is important is that the leadership
of the change is developed to diagnose, understand, confront and reshape the reality
as people see it. It is only by learning new things about ourselves, our relationships
with others and discovering new ways of seeing reality that we can start to imple-
ment new business practices that ultimately will lead to different (and improved)
business results. To a large extent this links to the significance of self-awareness in
leadership which we refer to in Chapter 6. In the next section we will explore this
linkage in a little more detail.

Doks 1T TAKE EMOTIONAL INTELLIGENCE TO LEAD CHANGE EFFECTIVELY?

For some considerable time, research has shown significant links between self-
awareness and broader managerial competence. However, in the course of the last
decade, the significance of self-awareness has received increasing attention with the
emergence of the concept of Emotional Intelligence. This concept became widely
discussed in both academic and practitioner communities following the publica-
tion of Goleman’s (1996) book. In essence, Goleman provided a thought-provoking
summary of the development in the academic world of the concept of Emotional
Intelligence and translated this thinking into a business context. At its core the concept
of Emotional Intelligence relates to the ability to recognize emotions in both oneself
and others, to understand the impact of these emotions on behaviors and interactions,
and to be able to regulate these emotionally driven behaviors.

Research based on this context has broadly demonstrated, in an organizational
context, that Emotional Intelligence is positively related to career progression,
managerial performance, leadership potential and psychological well-being. More
recent research in this area has paid increasing attention to the relationship between
Emotional Intelligence and leadership effectiveness. Whilst there are numerous
models of Emotional Intelligence, one developed by Higgs and Dulewicz (2002) has
been used extensively in leadership research. This model proposes that Emotional
Intelligence results from a combination of the following seven components:

1. Self-awareness: The awareness of your own feelings and the ability to recognize
and manage these.

2. Emotional resilience: The ability to perform well and consistently in a range of
situations and when under pressure.
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3. Motivation: The drive and energy which you have to achieve results, balance
short- and long-terms goals and pursue your goals in the face of challenge and
rejection.

4. Interpersonal sensitivity: The ability to be aware of the needs and feelings of
others and to use this awareness effectively in interacting with them and arriv-
ing at decisions impacting on them.

5. Influence: The ability to persuade others to change their viewpoint on a prob-
lem, issue or decision.

6. Intuitiveness: The ability to use insight and interaction to arrive at and imple-
ment decisions when faced with ambiguous or incomplete information.

7. Conscientiousness and integrity: The ability to display commitment to a course
of action in the face of challenge, to act consistently, and in line with under-
stood ethical requirements.

In reviewing their work in change leadership competencies, Higgs and Rowland
(2001) hypothesized that a relationship existed between the competencies they had
identified which were associated with successful change implementation and the
seven elements of Emotional Intelligence. To test this hypothesis they developed
a reliable questionnaire to assess change leadership competencies and used this
together with the Higgs and Dulewicz Emotional Intelligence questionnaire with a
sample of 84 change leaders drawn from a range of private sector organizations.
The data from this study demonstrated clear and significant correlations between
Emotional Intelligence and change leadership competencies. This research provides
support for the view that effective change leadership requires the leaders to have
a high level of Emotional Intelligence. In Chapter 6 we explain how Emotional
Intelligence can be developed.

I Change leadership practices

Whilst there is a vast literature on leadership, there is comparatively little written
about change leadership as a specific area of study. Furthermore, a general cri-
tique of the body of work suggests it is relatively generic and derivative. Studies
which explore specific leadership behaviors and practices in a change context are
rare. Higgs and Rowland (2005) have responded to this critique. In a major and
long-term study, they examined specific change leadership practices and behaviors.
Their studies involved extensive interviews with leaders who had been involved
in change. Leaders were asked to relate stories of changes they had been involved
with and provide detailed examples of their practices and behaviors. The first study
focused on the behaviors of leaders. In this study they collected over 100 change
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leadership stories. Analysis of these identified three broad groupings of behaviors.
These were:

(i) Shaping Behavior: The communication and actions of leaders related directly

to the change, ‘making others accountable’, ‘thinking about change’ and ‘using
an individual focus’.

(ii) Framing Change: Establishing starting points for change, ‘designing and man-

aging the journey’ and ‘communicating guiding principles in the organization’.

(iii) Creating Capacity: Creating individual and organizational capabilities, com-

munication and making connections.

The specific behaviors they identified within these categories were:
Shaping Behavior

Leaders play a significant role and tend to act as the ‘movers and shapers’.
The leader sets the pace for others to follow.

Leaders expect others to do what they do; they look to others to work as hard
and enthusiastically in the implementation of the change.

The leader is personally expressive and tends to be very persuasive.

Leaders hold others accountable for performing allocated tasks and delivering
results.

Leaders personally control what gets done in implementing the change.

Framing Change

Leaders work with others to create a vision and direction for the change.

The leader helps others to understand why things need changing and, impor-
tantly, that the change is not temporary (i.e. there is no going back).

Leaders share with others the overall plans of what has to be done in order to
implement this change.

Having established the framework, leaders give others the space and freedom to
do what needs to be done to realize the change goals.

Leaders work with others to find ways of changing how things get done, not just
what gets done.

Creating Capacity

Leaders develop the skills of others in implementing change.

Leaders provide feedback to let others know how they are doing and coaches
them in order that they can improve their abilities and performance in imple-
menting the change.
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B The leader works with people across the organization in order to get individuals
working across organizational boundaries. In addition, the leader gets people to
focus on processes across the organization rather than within their own areas of
responsibility.

B Leaders notice what is happening within the wider system and ensure that the
organization’s processes and systems support the change.

From their research, Higgs and Rowland (2005) found a relationship between
these leadership behaviors and the approach to change which was being adopted. In
broad terms they found that:

B In Directive change Shaping Behaviors tended to dominate.
B In Master change Framing Behaviors were dominant.

B In Emergent change Creating Capacity tended to be the dominant set of leader-
ship behaviors.

It was interesting to see that in Self-Assembly change, there was no clear domi-
nance of any of the three types of leadership behavior.

The relative impact of the different sets of leadership behaviors on the success of the
change was explored. The context of the change was considered in assessing the impact
of the leadership behaviors on the success of the change. Overall, they found that:

B In all contexts Shaping Behavior was negatively related to the success of the
change. In other words, Shaping Behavior reduces the likelihood that the change
will be successful.

B Framing leadership behaviors were particularly successful in large-scale and
short-terms change.

B Creating Capacity was a particularly successful leaderships approach in long-term
change and in a context in which organizations had a long history of change.

Based on these findings, Rowland and Higgs (2008) conducted a study to explore
in more detail the leadership practices which tend to lead to successful change
implementation. To do this, they interviewed leaders involved in change in some
30 organizations. Again, they asked the leaders to tell stories about specific changes
and obtained data covering over 60 change stories. Analysis of this data identified
four core leadership practices which were associated with successful change imple-
mentation. These are illustrated in Figure 3.2.

(i) Attractor
¢ Connects with others at an emotional level, embodies the future intent of the
organization.
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Behaviours which Make a Difference

Attractor Edge and tension
Creates an Amplifies
energy for the disturbance
change around the change

Transforming Creates a

space container

Creates Holds the tension
movement around the change

Figure 3.2 Behaviors which make a difference. Leaders UK Consortium
ORFLC 2006.

(ii)

(i)

Tunes in to day-to-day reality, sees themes and patterns that connect to a wider
movement and from this creates a compelling story for the organization.

Uses this to set the context of how things fit together, working the story into the
life of the organization so that every conversation and decision ‘makes sense’.
Visibly works beyond personal ambition to serve higher purpose, the organi-
zation and its wider community.

Is consciously aware of one’s own leadership and adapts this for a specific

purpose.

Edge and tension

Tells it as it is — describes reality with respect yet without compromise

In times of turbulence, has constancy; does not withdraw from tough stuff;
keeps people’s hands in the fire.

Can spot and challenge assumptions — creates discomfort by challenging
existing paradigms and disrupting habitual ways of doing things.

Sets the bar high and keeps it there — stretches the goals and limits of what
is possible.

Does not compromise on talent — pays attention to getting and keeping top
talent.

Container

Sets and contracts boundaries, clear expectations and hard rules so that peo-
ple know what to operate on (performance expectations) and how they need
to operate (values and behaviors).
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¢ [s self-assured, confident and takes a stand for one’s beliefs — is non-anxious
in challenging conditions.

¢ Provides affirming and encouraging signals; creates ownership, trust and
confidence.

» Makes it ‘safe’ to say risky things and have the ‘hard to have conversations’
via empathy and high-quality dialogue skills.

* Creates alignment at the top to ensure consistency and constancy of approach.

(iv) Creates movement

* Demonstrates a commitment that engenders trust, enabling the system to go
to new places, learn about itself and act differently.

* Frees people to new possibilities through making oneself vulnerable and open.

* Understands what is happening in the moment and breaks established pat-
terns and structures in ways that create movement in the ‘here and now’.

* Powerfully inquires into ripe systemic issues to enable deep change to happen.

* Creates time and space (including attending to its physical quality) for trans-
forming encounters.

In this study they found that the combination of all four of these practices
explained around 50% of the variance in change success. Building on this they exam-
ined in more detail the practices of those leaders who deployed a balance of all four
of these practices. In doing this they found that the differentiating practices were:

(i) They understand and incorporate the wider change context: they lead upwards
and outwards to create space for the organization and catalyze energy for change.

(ii) They build their leadership teams to think and act for the whole: requiring them
to step up and back to hold a bigger space and be strategic, interdependent and
systemic — thereby creating an aligned transforming energy at the top.

(iii) They work on the underlying system that produces the performance outcomes:
they show an intense ability to ‘tune in’ to their organization, see patterns,
notice how things are said not just what’s being said, identify the few key
assumptions and patterns that if shifted would transform everything, and then
take creative moves to make those shifts.

(iv) They are then patient with people to make the transition: while still keeping the
change on course (others by contrast were passive, and just stood back and waited).

(v) They display extremely high levels of self-awareness: are able to sense the impact
they have on others, seek feedback and exchange on this, and consciously use
their presence in the organization to create shifts (‘evidencing leadership’).

(vi) They set tangible measures for the change: they open up the system to share
information and performance data to both ‘hold up the mirror’ and catalyze
people to take personal ownership for improving things.



Chapter 3 What Does It Take to Lead Change? 55

In order to develop change leaders, it is important to begin with a clear picture of
what it takes to lead change effectively. Whilst there are some broad views on the
roles and competencies of change leaders, there have been relatively few studies
which have examined specific leadership practices and behaviors which can make a
real difference. However, recent research has provided useful insights into what suc-
cessful change leaders do in practice and how they behave. From this research it is
evident that leader-centric behaviors and practices are more likely to reduce the poten-
tial success of a change. However, more facilitative and engaging practices are shown
to have a significant and positive impact on leadership of change implementation.

In Part 2, utilizing our coverage in Part 1, we develop and define what we con-
sider to be our top 10 capabilities and associated development activities for prior-
ity investment of the development resource allocated to change leaders. However,
before we arrive at this point, we consider what the research on leader’s values, the
leadership culture they create and the nature of their own leadership learning jour-
ney tells us in terms of a deeper understanding of the less tangible conditions and
interplays associated with effective change leadership development.
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Part 2

How to Develop
Change
Leadership
Capability

I Introduction

The ability for leaders to change their own and others behavior and working prac-
tices depends to a large degree on understanding and connecting with the deeper
motivational drivers which engage hearts as well as minds. People are more likely
to accept and connect with change if the leadership actions they see in the work-
place are authentic (where deeds match words) and where the messages surrounding
change sent to their workplace resonate with their own sense of vision, purpose and
values. Much of the dysfunctional behavior seen in working environments during
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periods of significant change are caused by change leaders not practicing what they
preach and/or personal values clashes between managers, employees, suppliers, cus-
tomers and stakeholders.

So, change leaders need to be cognizant of these dynamics, if when embarking
on initiatives which appear plausible and logical to them, they find themselves not
listened to or understood; or resisted, either actively or passively. It also helps if the
leadership (represented by collective and distributed leaders throughout the orga-
nization) is able to send amplified and consistent signals about the new values and
associated behavior priorities alongside the most pressing business goal demands.
Development of such a strong ‘leadership culture’ is more likely to gain the change
traction required.

This is the rationale for spending more time in Chapters 4 and 5 unpacking the
detail of personal values and leadership culture respectively, with new research
insights and case illustrations inserted along the way. Our contention is that leader-
ship cultures which value values diversity and learn to work with these grains of
difference, rather than reject what they find, or worse, ignore them altogether, are
more likely to take people along with them, which is the whole purpose of change
leadership. Change leaders are required to lead whole cultures, having moved
beyond their managerial, functional and professional values reference points.

Following this exposition, in Chapter 6 we undertake an exploration of how lead-
ers develop through time and experience to highlight the point that when we see
them in ‘here and now’ development situations or events, we must recognize the dif-
ferent learning pathways or stages of journeys they are on. Failure to acknowledge
this will lead to low take up of development offerings, inappropriate development
solutions and/or frustration with poor translation of learning into leadership practice.
To overcome this hurdle of ‘development fit in real time’, we use our analysis of the
coverage in this book to identify what we consider to be the top 10 dynamic capabili-
ties change leaders should be working toward acquiring, regardless of their current
operational contexts, although they might choose to speed up their learning by select-
ing some from the list which are more suited to immediate leadership challenges.

We also include a range of development tools, techniques and activities, and
some examples of development cases we were/are closely involved with, which
reflect some of the ideas in this book, albeit viewed in retrospect. Our reflections on
change leadership development practice and research, released by writing this book,
means we can now present a capabilities-and-applications menu to draw upon for
future programme design and implementation.
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Two Wolves:

One evening an old Cherokee told his grandson about a battle that goes on inside
people. He said, ‘My son, the battle is between two wolves inside us all. One is evil.
It is anger, envy, jealousy, sorrow, regret, greed, arrogance, self-pity, guilt, resent-
ment, inferiority, lies, false pride, superiority and ego. The other is good. It is joy,
peace, love, hope, serenity, humility, kindness, benevolence, empathy, generosity,
truth, compassion and faith’. The grandson thought about it for a minute and then
asked his grandfather, “Which wolf wins?” The old Cherokee simply replied, ‘The
one you feed’.
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I Introduction

Personal values, forming our own unique identity or ‘brand’, affect how we construct
meaning in our world, and impact the way we perceive and understand our personal,
business and social life. They act as a powerful filter for receiving communication and
color our lens for making choices about with whom we are prepared to connect, trust,
do business with, work for and invest our time and energy in. Values are a central fea-
ture of the intangibles impacting current and predicted business value, such as market
confidence, brand loyalty, staff morale, customer retention and reputation. In periods
of significant change, it is crucial for leaders to diagnose, discuss and clarify the nature
of the entire ‘values chain’, beginning with the potentially different personal values
held by the board, senior executive team members, managers and staff. Sometimes, an
entirely new values system emerges through a shift in leadership culture, as witnessed
with Barack Obama and his new administration (informed by Abraham Lincoln and
the leadership culture he developed, described in Goodwin, 2009). Messages from
leaders related to change, whilst resonating with the challenges of the time and forg-
ing a new zeitgeist (or spirit of our time), have to appeal emotionally to the different
values audiences present if the changes laid out are to be acted upon.

Unfortunately, much confusion exists within business about whose values are
referred to when considering the values which drive business behavior and strategic
approaches to creating shareholder value. Problems of definition center on differences
between corporate governance values, organizational values and the personal values
of leaders. This is compounded by the diversity of personal values found within and
across employee, customer and stakeholder groups, particularly if the business has
international operations.

Business universally adopts value creation as the primary leadership role.
Strategy literature rightly includes requisite leadership approaches, whilst largely
ignoring the individual executive and his or her motivational drivers based on values
(Finkelstein & Hambrick, 1996). For example, Schmidt and Posner (1982, p. 12)
assert, “The direction and vitality of corporate America and its managers cannot be
fully understood without knowing more about the values and visions of the men
and women who manage it’. With images of the impact of Enron, Lehman Brothers
and RBS fresh in our minds, Aitken (2006) and Lichtenstein (2005) have respec-
tively argued that if executives make strategic decisions either alone or together,
and implement these through collective leadership to shape business culture, how
can their personal values differences and mix be ignored?

Whilst many nonexecutive directors, chief executives and senior managers will be
at ease pushing the organization beyond its natural limits, whatever the consequences,
this may create conflict and de-motivate other managers and employees who are
motivated by different values. Such discord may well destroy value if it is ignored
and with the interconnected nature of global business, the effects on commerce
and nations can be profound, as we have recently seen. As an example of possible
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disagreement in the next decade, the UN Global Compact and the European
Foundation for Management Development (EFMD) have called for ‘Globally
Responsible Leadership’ as a ‘global exercise of ethical, values-based leadership in
the pursuit of economic and societal progress and sustainable development’ (EFMD,
2005, p. 2). This counters predominant market capitalism with its underpinning neo-
liberal values and is the half-turn that Obama and others less wedded to ‘year on year
growth at any cost” economics are now espousing.

Gibson (1995) listed the significant changes in organizational life that remain rele-
vant today: increasing diversity of the workforce, a shift in working environments from
local to international markets, increasing numbers of mergers and acquisitions among
organizations from different countries, re-structuring across national boundaries and
emergence of information and telecommunication technologies, increasing and speed-
ing up global communication traffic that affects types, ways and means of conducting
business. She suggests that each of these changes will have a profound impact on the
psychology of individuals in organizations given that studies have tended to focus on
intra-personal events, rather than on happenings between people, including for exam-
ple, the influence of culture and societal roles on social behavior within organizations.
Values affect leaders in several ways.

They:

affect leaders’ perceptions of situations;

affect the selection of solutions to problems;

play a role in interpersonal relationships;

influence perceptions of individual and business success;

provide a basis for differentiating between ethical and unethical behavior;

affect the extent to which leaders accept or reject business goals and pressures;

N & U1 & W N =

affect motivation and therefore leadership performance.

Indeed, Dolan and Garcia (2002) note a shift over time from an emphasis on
‘Management by instruction’ (based on hierarchies, procedures and controls),
through ‘Management by objectives’ (MBO — using quality outputs and outcomes
as motivational devices) to ‘Management by values’ (MBV). For them, true strategic
leadership is at its most fundamental a dialogue about values, made more important
because of the current need for: quality and customer orientation; greater profes-
sionalism, autonomy and responsibility in production and delivery; bosses who can
evolve into transformational leaders (facilitators of organisational learning) and flat-
ter and more agile organizational structures. Additionally, Ellis and Hall (2002), in
considering the application of systems thinking as a key management tool to assist
business in lifting the fog of change, regard values as the missing link. They call for a
new, unified science of values, formed by integrating systems thinking, human values
and ‘transformative leadership’ to enable organizations to sustain and thrive.
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Since values differences are found everywhere in a globally connected and inter-
dependent business and world environment, leaders (particularly Board and senior
executive team members) need to create a shared ‘values radar’ to successfully nav-
igate the business implications of this diversity together. The management focus for
the first part of the twenty-first century will be the management of meaning through
the demonstration of values in management behavior. How leaders respond to the
dilemmas created by the interaction of diverse values through their everyday behav-
ior will send strong signals to the internal culture and external business and commu-
nity environment about what is truly and demonstrably valued around here (Schein,
1992; Trompenaars & Hampden-Turner, 2002).

MacMillan, Money, Downing and Hillenbrand (2004) argue that a focus on rela-
tionships allows directors to manage issues of governance, reputation and responsi-
bility in a practical way such that they can address the dilemma of pursuing year on
year improvements in financial performance, whilst protecting intangible assets such
as their reputation with stakeholders. Clarification of predominant executive’s values
structures may encourage the Board and the senior executive team to acknowledge,
discuss and understand different personal windows on ways to embark on and con-
duct business, commencing with self-insight into their own values drives.

I The world of executive’s personal values

Our intention here is not to provide an exhaustive review of the values literature. Rather,
we concentrate on major contributions to the study of executive’s values as expressed
in their impact on leaders and their environments. Indeed, a recent survey found that
82% of UK professionals would not work for an organization whose values they did
not believe in, (Levene, 2001); whilst another suggests one-third of graduates claim
that working for a caring and responsible employer was more important than salary,
while 44% would n’t work for an employer with a bad reputation (Katbamna, 2007).
When considering manager’s values, England (1967, p. 54) defined a ‘Personal
Value System’ as ‘a relatively permanent perceptual framework that shapes and influ-
ences the general nature of an individual’s behavior. Values are similar to attitudes,
but are more ingrained, permanent and stable in nature. (They are) closer to ideol-
ogy or philosophy...”. Kenny (1994) defines values as principles or standards of an
individual, group, organization or society as a whole. They reflect an individual or
collective judgment as to what is valuable or important in life and provide a yard-
stick against which personal, organizational and societal behavior can be evaluated.
He maintains that business visions can only be realized through the development and
operation of a values base. For Posner and Schmidt (1994), ‘Values are a silent power
for understanding interpersonal and organisational life. Because they are at the core
of people’s personality, values influence the choices they make, people they trust, the
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appeals they respond to, and the way they invest their time and energy. In turbulent
times values give a sense of direction amid conflicting views and demands’.

Dolan and Garcia (2002) position their MBV framework as one that is useful for a
continual re-design of corporate culture, by which collective purpose and commitment
is generated for new projects that address future based business positioning. The big-
gest limitation of MBO, they maintain, is it makes the assumption that objectives make
‘sense’ to everyone, whereas this can only be realized if they are founded on shared
values. Thus, values serve to endow action with sense and guiding principles, whilst
objectives serve to translate action into results and rewards. Or, in other words, leader-
ship remains geared to the transactional level unless it is endowed with shared values
that forge transformational approaches. Moreover, they maintain that this differentia-
tion between ‘final’ values and ‘operating’ values is vital for the definition of strat-
egy. The former are essential for giving meaning and cohesion to the collective effort
required to move the business toward its long-term position by determining the kind of
business it wants to become, the reason for its existence, its fundamental dimensions,
competitor differentiators and community interests; whilst the latter is concerned with
the daily tactics, conduct and ways of working in order to get the job done.

For them shared values are the ‘glue’ that allows these two elements of organi-
zational life to work in concert, because they provide common guidelines to people
making choices and decisions that affect operations against the background of strat-
egy. Cross-cultural studies also indicate the importance of personal values. Tapsell
(1998) reports preliminary (1997) findings from 35 countries (represented by 9,500
managers in 606 organizations) taking part in the GLOBE (Global Leadership and
Organisational Behaviour Effectiveness) study of cross-cultural leadership theory
validity, by House et al. (1999); indicating that ‘values based’ leadership was nearly
universally endorsed. Schwartz (2005) suggests there are three fundamental values
dilemmas that confront all societies, impacting on the expectations people hold and
the predominant cultural atmosphere (Table 4.1).

A study by Sarros and Santora (2001) of the top 500 Australian companies
found that values orientations of Australian executives, when compared with their
Russian, Japanese and Chinese counterparts, revealed as many similarities as there
were differences. Those executives whose values were grounded in values con-
structs such as benevolence and honesty (self-fulfilment), but who also retained a
need for personal gratification and success (self-approval), were closely related to
transformational leadership behaviors, particularly the encouragement of personal
and professional development (see Figure 4.1).

One can see, therefore, that a leader’s personal values will influence the primary
drivers for their behavior during change. Clearly owner-manager’s and executives’
personal values influence the strategies adopted in running their businesses and conse-
quent business performance (Kotey & Meredith, 1997; Lichtenstein, 2005). Strategic
leadership includes, amongst other things, monitoring how well organizational culture,
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Table 4.1 Fundamental values dilemmas

Autonomy Autonomy (emotional and intellectual) — promoting and
versus protecting uniqueness
embeddedness Embeddedness — sharing a collective ambition and
goals
Egalitarianism Egalitarianism — equals in opportunity and co-operation
versus Hierarchy — allocation of fixed roles and resources
hierarchy based on authority
Harmony versus Harmony — at one with the world around us
mastery Mastery — control and exploitation of the world’s
resources

Source: Schwartz (2005).

including values, is supporting the business vision and mission (Gill, 2002). In strate-
gic terms, Fiedler (1978) points out that organizational effectiveness is a function of
the interaction between characteristics of the organization and the external environ-
ment, and characteristics of the members of the organization. And, executive’s per-
ceptions are a function of a number of factors, such as their experiences, capabilities,
tenure, personality, functional backgrounds, values and national cultures (Finkelstein
& Hambrick, 1996). In Sturdivant, Ginter and Sawyer’s (1985) study of executive val-
ues and their impact on financial performance they state, ‘In most organizations, it will
be the collective personal values of senior management which will have the greatest
influence on corporate goals’ (p. 18); and older managers are associated with risk-
aversion and being conservative (Thomas & Ramaswamy, 1996).

Beyer (1981), in her exhaustive review of the personal and corporate values litera-
ture, asserts that organizations use ideologies and values to legitimate their activities
and to justify their decisions to members and the environment. People behave in accor-
dance with their ideologies and values, and also in accordance with the ideologies and
values of powerful superiors. However, the mechanics and effects of the values interac-
tion between leaders and their immediate team members remain unexplored. Kabanoff,
Waldersee and Cohen (1995) conclude their paper by suggesting that research into
organizational values has a number of shortcomings, including an absence of theory,
resulting in: an inability to deal with higher level values concepts, such as values struc-
tures, that may be key to understanding differences in social groups and values sys-
tems (Schwartz, 1992); uncertainty about how and why different organizational values’
patterns develop in different contexts (Trice & Beyer, 1993) and although there is a
perennial interest in whether values influence performance this is met by a shortage of
longitudinal data on values from a sufficiently large sample (Siehl & Martin, 1990).
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Aitken (2002) summarized the importance of personal values exploration as:

Personal values interaction is an influential leadership culture dynamic for lead-
ing and effecting change, e.g. Dolan and Garcia (2002), Hammer and Champy
(1993), Schein (1992), Nadler and Tushman (1990), Burke and Litwin (1989).

Personal values are key factors influencing the ‘transformational’ leadership
behavior required for continuous business ‘sense making’ by leadership teams, e.g.
Higgs (2002), Bass and Avolio (2001), Alimo-Metcalfe and Alban-Metcalfe (2001),
Parry (1998), Katzenbach (1998), Kouzes and Posner (1990).

Personal values variation has implications for leadership team behavior, func-
tioning and effectiveness, e.g. Brodbeck et al. (2000), Kupperschmidt (2000), Joynt
and Morton (1999), Gibson (1995), Alimo-Metcalfe (1995), Schwartz (1992),
Etzioni (1988), Hofstede (1980a, b).

Personal values are potential leadership team identity and alignment character-
istics within the leadership team member relationship and interaction process, e.g.
Hogg and Terry (2000), Hogan and Holland (2000), Lau and Murnighan (1998),
Ashkanasy and O’Connor (1997), Erez and Earley (1993), Louis (1983), Dansereau,
Graen and Haga (1975).

The Hay Group (1999) conducted a survey of the most admired companies (who
do a better job of attracting and retaining talent) and some of their peers. When asked
about their approach to leadership, a significant number confirmed the importance
of aligning the behavior of leaders with the values and culture of the organization.
However, in this sense ‘aligned’ values may be dysfunctional if an organization’s
environment goalposts suddenly change (Denison, 1990), or they could produce ‘stra-
tegic myopia’ (Lorsch, 1986), by placing an emotional shield around the cognitive
and intuitive processes of strategic thinking and business positioning, thereby limiting
business responsiveness (Hambrick and Mason, 1984).

To break through this dilemma and to support ongoing adaptability, Bass and
Avolio (1993) recommend a transformational culture based on ‘transformational
leadership’. In this vein, Kotter and Heskett’s (1992, p. 56) ‘adaptive culture’ per-
spective contains a view that, ‘holding on to an adaptive culture requires being both
inflexible with regard to “core adaptive” values and yet flexible with regard to most
practices and “other” values’, although the identification and differential impact of
‘core adaptive’ and ‘other’ values does not seem to have been tested empirically.
Any potential business response is made more complex by the diversity in people’s
personal values and the match/mismatch with the prevailing leader’s values and
working culture values credo, as illustrated by Table 4.2.

As Kabanoff et al. (1995) note all organizations need to solve a fundamental prob-
lem during change — how to maintain internal cohesion while continuing to produce



Table 4.2 Generational differences in values

Generational Entered Approximate Individual work values Organizational work values
category workforce age now
Protestant 1945-1959 60+ Hard work, conservative, loyalty Command, control,
work ethic to organization efficiency, compliance,
dehumanization
Existentialism 1960-1979 45+ Quality of life, nonconforming, Teamwork, quality, respect
seeks autonomy, loyalty to self for individual, involvement
Pragmatism 1980-1989 25+ Success, achievement, ambition, Efficiency, cost reduction,
hard work, loyalty to career effectiveness
Generation X 1990s Under 20 Lifestyle, self-development, Empowerment,
loyalty to peers organizational learning,
employability

Source: Joynt and Morton (1999).
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economic outputs. They cite Polley (1987) who described this ‘task versus person’
conflict as an enduring common thread in organizational behavior research and as a
fundamental source of tension within the ‘deep structure of organizations (Gersick,
1991). The authors argue that a key source of tension lies in the competing distribu-
tive justice system principles embedded within the two sets of concerns. This results
from the pressure to adopt organizational values reflecting equitable distribution of
resources, for economic efficiency needs, whilst at the same time attempting (partic-
ularly in organizational change initiatives) to promote equal allocation of resources,
based on values of cohesion and solidarity, to remain fair to everyone.

The researchers claim that the different ways that organizations try to find a sus-
tainable balance between these competing values shapes the overall values structures
of managers, as discussed by Quinn (1988). Quinn and Rohrbaugh (1983) produced
the ‘competing values’ model for assessing organizational culture according to four
categories, each containing their own values set. These are, ‘Human Relations’ and
‘Open Systems’ based on ‘flexibility’ and ‘Rational Goal’ and ‘Internal Process’
based on ‘control’. Quinn (1988) argued that in practice all four approaches coexist
and should be balanced in their application by leaders of modern organizations, with
some values more dominant and functional than others depending on the organiza-
tion’s sector, stage of development and mandate. We return to this framework later in
this chapter

Waddock and Post (1991), with an example from the public sector, have stressed
the importance of values in those executives they term ‘social entrepreneurs’. The
social entrepreneur, they argue, generates followers” commitment to public-good proj-
ects by framing it in terms of important social values, rather than in economic terms,
which results in a sense of collective purpose amongst those involved. The vision
created by these values is so powerful that it overcomes some of the project com-
plexity and problems associated with collective action through commitment gained
by tapping into deep rooted personal and social values, (Etzioni, 1988). The authors
note that such catalytic social entrepreneurs epitomize the ‘transforming’ leadership
described by Burns (1978, p. 20), which ‘occurs when one or more persons engage
with others in such a way that leaders and followers raise one another to higher levels
of motivation and morality’. Another characteristic of this collective purpose is that
the goals or purposes were ‘end values’ and not ‘modal values’. According to Burns
(1978), the chief monitors of transactional leadership are modal values or values of
means such as honesty, responsibility, fairness, the honoring of commitments, with-
out which this form of leadership would not work. Transformational leadership, he
argues, is more concerned with end-values such as justice, liberty and equality.

In concluding this background to prior research on executive’s personal values,
Maio (2002, p. 299) notes, “What makes values so special? Perhaps they carry import
precisely because they are truistic. In other words, the significance of values is attrib-
utable to the strong social consensus supporting them. As a result of this consensus,
values become empowered by a strong sense of emotional conviction. This emotional
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conviction may be primarily responsible for the impact of values on a variety of psy-
chological phenomena, making it vital that research continues to explore this issue’.

The Business Sector Advisory Group on Corporate Governance states in its agenda
for modernization under ‘Recognising societal interests’, ‘Companies do not act inde-
pendently from the societies in which they operate, (Corporate Governance, 1998,
p. 18). Accordingly, corporate actions must be compatible with societal objectives
concerning social cohesion, individual welfare and equal opportunities for all’, and
‘For dynamic enterprises operating in a rapidly changing world, corporate governance
adaptability and flexibility — supported by an enabling regulatory framework — is a
prerequisite for better corporate performance’ (p. 17). In summary, organizational and
stakeholder values may well be aligned but could also, given the latter’s diverse nature,
be diametrically opposed. Values are not brought to life by stating them in corporate
publications. Their kaleidoscopic quality represents uniquely personal views about the
way business, personal and community life should look and feel.

Six leadership values challenges emerge from the above, each generating their
own dilemma for change leaders. These are represented in Table 4.3.

It appears that the most critical dilemma for Board members and senior execu-
tives to grapple with is to ensure they and their fellow leaders direct and uphold the

Table 4.3 Leadership and values (challenges and dilemmas)

Challenges Dilemma

We all differ in the personal values
we hold, whatever we claim the
organizations to be.

We underestimate the power of
personal values.

We rarely know or talk about what
we personally value.

We invariably try to agree on which
values everyone should hold.

We have little idea about which
values are good for business,
generally or specifically.

We rarely seek feedback about
whether or not we role model
our values through our everyday
behavior.

Choice between my, your and our
values?

Choice between recognizing and
ignoring their impact?

Choice between knowing and
guessing?

Choice between individuality and
group belonging?

Choice between generalization

and specialization AND between
common practice and research?

Choice between identity (what we
think we represent) and reputation
(what others think of us, based on
the way they see us behave)?
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values that sustain business identity and reputation, whilst simultaneously leverag-
ing off the stakeholders’ values chain diversity and the window this opens on dif-
ferent ways of generating and conducting business. For this to happen, everyone in
the Board and their wider leadership culture may have to personally value ‘diversity
in values’. Significantly more research is required to determine if this statement, or
any other position on values, will impact on the behavior of leaders and the life of
their business. The rest of this chapter aims to highlight executive’s values systems
(Ellis & Hall, 2002) which can be used for additional exploration.

I Discovery of diverse executive’s personal values

Before suggesting a new direction for research and practice assessing the likely
impact of executive’s personal values on their working environment, including how
they form their personal, business and world views, the research background for
suggesting our recently created personal values framework is set out below.

Stuby 1 — ArrkeN (2004)

A study of 211 middle and senior in-work managers, measured their personal val-
ues using the 57-item Schwartz (1994) Values Survey (SVS), with a reliability of
0.94 for the study. To test whether personal values were structured as predicted by
Schwartz, both of his motivational domains were tested for construct validity:

(i) The four domains (1994) of conservation, self-enhancement, openness to
change and self-transcendence.

(ii) The seven domains (1999) of conservatism, hierarchy, mastery, affective auton-
omy, intellectual autonomy, egalitarianism and harmony.

To test the former, an a priori based four factor extraction was carried out. The
four factor solution explained a total of 42% of the variance. All four factors of the
rotated solution showed a number of strong loadings using Hair et al.’s (1998) guide-
lines for statistically significant factor loadings of 0.45 for the sample size of the cur-
rent research (n=161). To test the latter, an a priori based seven factor extraction was
carried out. The seven factor solution explained a total of 53% of the variance.

STuDY 2 — LICHTENSTEIN (2005)

In a study of 167 work owner, senior and middle managers, Kotey and Meredith’s
(1997) List of Values (LoV) 28 item personal values scale (high reliability score of
0.87 for the current research) was used to categorize variables into values structures
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by subjecting it to principal components analysis. Utilizing Maslow’s (1970) theory
of inner directed (ID), outer directed (OD) and sustenance driven (SD) values struc-
tures, the a priori criterion (Sharma, 1996) was used to derive a three factor extrac-
tion. The three factor solution below explained a total of 41% of the variance.

(i) The core SD traditional values of loyalty, trust, compassion and affection of
factor 1 has a reliability score of 0.79.

(ii) The core esteem-seeking OD values of power, prestige, ambition and aggres-
sion of factor 3 has a reliability score of 0.64.

(iii) The core of the ID entrepreneurial values of innovation, risk and creativity of
factor 2 has a reliability score of 0.72.

This appears to be the first attempt to compare results of two managerial val-
ues surveys, each using a different values dimensions heritage from the two ‘found-
ing fathers’ (Maslow and Schwartz) of needs and values research, respectively. The
main finding is there are more similarities than differences in the approaches and
results. Firstly, regarding constructs, it is clear that Maslow’s (1970) and Schwartz’s
(1994, 1999) approach approximate each other (see Table 4.4).

Secondly, when items within the constructs are scrutinized, there remains the pos-
sibility that executives within the Board and senior executive team may hold pecu-
liar personal values structures, which drive very different leadership behavior. Most
notably from this study, a significant tension may exist between those who feel most
comfortable with tried and trusted ways of doing things (Sustenance Driven, bot-
tom row above), those focusing on getting their self-esteem needs fulfilled (Outer
Directed, middle row) and those who focus on novelty, self-development and reflec-
tion (Inner Directed, top row). Responsible business change agents will be required
to balance these three values structures when reconciling competing interests.

Thirdly, for executives embarking on organizational change, a more accessible
values framework is required which uses everyday language to facilitate dialogue
between stakeholders. As yet unpublished research suggests executives’ and
employees’ personal values fall into the six personal brand values (PBV) clusters
shown in Figure 4.1 (mirroring some of the values constructs outlined by authors
such as Trompenaars & Hampden-Turner, 2002 and Schneider & Barsoux, 2003),
and as you can see from the descriptions, this recent discovery has profound impli-
cations for how leadership is actually practiced and who it ultimately benefits.
Although these personal values can be considered as universal (Schwartz, 1994),
the mix and strength with which they are held by individuals and within organiza-
tions, communities and nation states will vary and are open to change over time,
as well as being dependent on shifting circumstances and the prevailing zeitgeist
(spirit of the time) — for example, the rapidly strengthening environmental and



Table 4.4 Comparing Maslow (1970) and Schwartz (1994, 1999)

Lichtenstein (2005) and Maslow (1970)

Schwartz (1994)

Schwartz (1996)

Aitken and Lichtenstein
interpretation

Inner directed

Outer directed

Sustenance
Driven

Self-actualization
Transcendence of all
needs

Aesthetic Cognitive
To know, understand,
beauty

Self-esteem from
self-achievement

Self-esteem from others
Approval Recognition

BelongingLove,
Acceptance

Safety Security, comfort

Physiological Air, food,
water, sex

Self-transcendence;
Openness to
change

Self-enhancement

Conservation

Harmony

Intellectual
Autonomy

Mastery

Hierarchy
Affective
Autonomy

Egalitarianism

Conservatism

Self-development

Exploring a new
beginning

Striving

All about my needs

Self-preservation

Staying stable
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Choosing your leader and the way you live your work

SELF BUSINESS SOCIETY
The ‘motivational’ dimension The ‘change’ dimension The ‘global’ dimension
Self- Stay Move World Communal

approval steady forward citizen concern
Autonomous  Humane Participative =~ Charisma: Socially responsible
and self- leadership and team- entrepreneurial leadership?
protective oriented based
leadership leadership leadership

Figure 4.1 Personal Brand Values and the six globe leadership dimensions
(set out on the diagram’s bottom line).
Source: Copyright Concordia International Ltd.

sustainability agenda in the developed and emerging-economy worlds. Indeed, you
can see from Figure 4.1 that four of the six values systems can be mapped onto uni-
versal dimensions of leadership, as per the results of the ‘Globe’ leadership study
(House, Hanges, Agar and Quintanilla, 1995). It appears that the new zeitgeist,
although often acknowledged in organizations’ corporate social responsibility state-
ments of intent and reporting, has yet to be adopted globally by leaders, or indeed
sufficiently represented in Schwartz’s original framework.

Table 4.5 presents lists of personal values, each related to a PBV values cluster,
showing the connection to forms of employee engagement and the type of change
we might encounter at work, together with an indication of their fitness for change

purpose.

How change leaders can utilize values for change
leadership?

Change leaders are required to understand their own and others personal values
drivers in sufficient detail to take stock of the prevailing personal and business
sub-cultures. Doing so will enable them to identify and secure the potential levels



Table 4.5 Personal brand values and their relationship with forms of work engagement and change leadership

PBV values
cluster

Type of motivation and
engagement

Personal values (examples)

Indicative ‘fitness for
change’ purpose

Self-approval

Self-fulfilment

Stay steady

Motivated by external and
self-centered measures
of success
Engaged by appealing to
self-interest

Motivated by internal
and pro-social measures
of success
Engaged by appealing to
personal growth and the
development of others

Prefers a stable
environment with
reciprocal respect
Engaged by appealing to
sense of belonging

Wealth (material possessions,
money)
Social power (control over others,
dominance)
Ego-driven (seeking self-esteem)

Meaning in life (a purpose for living)
A spiritual life (emphasis on
spiritual, not material matters)
Selfless (putting others’ needs
before my own, compassionate)

Sense of belonging (feeling
colleagues are closely connected
to me)

Loyal (faithful to my colleagues or
group at work)

Respect for tradition (preservation
of customs, honoring those who
have come before me)

‘Leader centric’ driven
change producing short-
term performance focus

Altruistic change primarily
driven by the accrual of
benefit for others with
a focus on capability
building

Slow burn change
where incremental
improvements are
sought, although not at
the expense of long-held
relationships

(Continued)

siapea aduey) 10y anSojeiq sanjeA v { 193deyd

€L



Table 4.5 Continued

PBV values
cluster

Type of motivation and
engagement

Personal values (examples)

Indicative ‘fitness for
change’ purpose

Move forward

World citizen

Communal
concern

Prefers a fast-moving
environment with
opportunity for personal
impact
Engaged by appealing to
entrepreneurial spirit

Connects with the
world at large
Engaged by appealing to
worldly responsibility

Connects with the local
community
Engaged by appealing to
community spirit

Successful (achieving, stretching)
Innovation (engaging with novel
and creative ideas)

Resourceful (finding ways to make
things happen)

Unity with nature (fitting myself
into nature)
Diversity (tolerant of different
cultures)
One wordliness (sensitive to
interconnectivity of people)

Social justice (correcting injustice,
care for the weak)
Social order (stability of society)
Civic pride (taking responsibility for
maintaining local reputation)

Self-starter change which
challenges the status-quo

Whole system change on a
global platform

Public system change on a
local platform

Source: Copyright Concordia International Ltd.
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of engagement and evaluate potential resistance to the change signals sent out to
internal and external stakeholders and customers. Communication of organizational
intent are also more likely to be listened to and acted upon if the message appeals
to particular values sets. For example, although the same behavior may be demon-
strated, there will often be different values-based reasons for committing to change
action, as can be seen below.

I reach high performance objectives (stretch targets) because...
...I want to stand out and get recognised

(appeal to ‘Self-approval’ values system)

...I want to secure my job

(appeal to ‘Stay steady’ values system)

...how else am I going to learn?

(appeal to ‘Self-fulfilment’ values system)

Clearly change leaders can use the PBV in different ways. Starting by developing
their own self-insight into the values that drive them they could ask the following.
Based on your predominant values systems:

Do your own values fit well with those espoused by your organization?

B Which combination of values (and the leadership behavior they drive) is ‘best
fit’ for the organization’s current and future direction — producing an organisa-
tional gap analysis?

B Are your espoused values supported by your appropriate demonstrable
behaviour — producing an individual gap analysis?

What type of leadership would you be most suited to?

What type of leader would you work best for/with?

B Have your values systems changed over time or are they currently undergoing
some change?

B How might your values systems impact on the type of organization/sector you
feel most comfortable working in?

B If you are currently in an executive team, how similar or different are your val-
ues to those of your colleagues?

B How might this similarity/difference affect the impact of your combined leader-
ship (the prevailing leadership culture) on your workplace culture?
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Change leaders might also ask which particular values are most likely to release
the opportunity for continuous improvement. Aitken (2004) found the ‘Move
Forward’ values cluster (see Table 4.6) was most desired by executives for change
leaders, as long as it was accompanied by the demonstrable transformational lead-
ership behavior covered in Chapter 5. Continuous improvement, defined as a com-
pany-wide process of focused innovation sustained over a long period of time,
was shown by Jabnoun (2001) to be best served by ‘driving’ values like respect,
responsibility and empathy and ‘enabling’ values like trust, humility, openness and
cooperation. Indeed, a study by Abbott et al. (2005) found that companies adopting
‘prosocial’ values such as vision, self-direction and humanity may enhance organi-
zational commitment and therefore the likelihood that someone will stick around in
order to make a performance difference.

As suggested above, the PBV can also be used to determine the most appropriate
values—culture mix for the business, depending on its stage of development and strate-
gic intent. Grist (2009) suggests the following four links between the Schwartz (2005)
model, adapted here for the PBV values clusters (listed in brackets), and the previ-
ously mentioned cultural measurement device called the competing values framework
(CVF) (Cameron & Quinn, 2006) used, for example, in turnarounds at Philips and
Reuters: (1) self-transcendence (or self-fulfilment) — Clan; (2) openness-to-change (or
move forward) — Adhocracy; (3) self-enhancement (or self-approval) — Market; (4)
conservation (stay steady) — Hierarchy.

The CVF is outlined in Figure 4.2.

Table 4.6 ‘Move forward’ personal values system defined

Freedom Freedom of action and thought
Creativity Uniqueness, imagination

Wisdom A mature understanding of life
Independent Self-reliant, self-sufficient

Moderate Avoiding extremes of feeling and action
Broad-minded Tolerant of different ideas and beliefs
Choosing own goals Selecting own purposes

Capable Competent, effective, efficient
Intelligent Logical, thinking

Successful Achieving goals

Source: Aitken (2004).
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Figure 4.2 The CVF — culture, leadership, value drivers and effectiveness.

Source: Cameron et al. (2006).

And through other research links with the CVF, the PBV can be used as guide for
assessing predominant leadership culture archetypes currently at play in business
life and their future fitness for purpose, given changing market conditions, internal
focus and external socio-economic-political environment (see Table 4.7).



Table 4.7 The competing values framework and links to the PBV

Deal and Kennedy
(1983)

Tough guy culture
Risk taking
individualistic

Work/play hard
Persistent Sociable

Bet your company
Ponderous
Unpressurized

Process culture
Bureaucratic
Protective

Graves (1985)

Barbarian
Ego-driven
Workaholic

Presidential
Democratic
Hierarchical

Monarchical
Loyalty
Doggedness

Pharaonic

Ritualized
Changeless

Dobson and
Williams (1989)

Power-orientated
Competitive
Responsibility to
personality rather
than expertise

People-orientated
Consensua
[Rejects
management
control

Task-orientated
Competency
Dynamic

Role-orientated
Legality
Legitimacy Pure
bureaucracy

Hampden-
Turner and
Trompenaars
(2006)

Guided Missile
Project-
oriented
culture

Family Person-
orientated
culture

Incubator
Fulfilment-
orientated

Eiffel Tower
Role-
orientated
culture

Cameron
and Quinn,
(2006)

Market
Compete

Clan
Collaborate

Adhocracy
Create

Hierarchy
Control

Personal Brand
Values (PBV)

Self-approval

Self-fulfilment

Move forward

Stay steady

Source: Adapted from Gunter and Furnham (1996) cited by Furnham (2008), Garrison (2006), Cameron and Quinn (2006).
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A useful summary of the four CVF archetypes, which includes links to related
change leadership styles, and a sample culture change plan, is provided by Grist
(2009) below:

THE CLAN CULTURE

Clan organizations have parallels with family run organizations, characterized as
a friendly place to work, with shared values and goals, a strong cohesiveness and
sense of ‘we-ness’ permeates throughout the organization. The work environment is
designed to be a human place to work, where employee empowerment and partici-
pation is encouraged to foster commitment and loyalty. The clan culture is typically
found in Japanese companies.

Assumptions that operate include: the external environment is handled by teamwork,
employee training and development and treating customers as partners. The clan orga-
nization is effective in coordinating organizational activity, in fast changing, turbulent
external environments, where the outcome of decision-making is uncertain. Leaders
are seen as mentors. Loyalty and tradition bind the organization together and organiza-
tional commitment is high. A concern for people is at its heart, where employee long-
term development and high morale is the deemed the pathway to success.

THE ADHOCRACY CULTURE

The adhocracy culture emerged, as the economies in the developed world, shifted
from the industrial to information age. This was in response to rapidly accelerat-
ing changes at the beginning of the twenty-first century driven by powerful forces
of globalization, improvements in technology and communications. Organizations
also faced increasingly shorter product and service life cycles. This led to innova-
tion and new product development becoming key strategies for success, requiring
organizations to foster an environment of entrepreneurship and creativity. Examples
include companies in aerospace, software development and film-making industries.

In an adhocracy culture typically, power is decentralized, effective leaders are
visionary, innovative and risk taking. Preparedness for change and dealing with
challenges as they arise are fundamental. Teams may form on a temporary basis to
work on projects or particular tasks. Individuality and experimentation is encour-
aged, where each employee has a stake in the future direction of the organization.
The long-term strategy is centered on rapid growth and acquiring new resources.
Success is achieved by creating unique product or service propositions.

THE MARKET CULTURE

The third typology, the market culture became popular in the 1960s as organizations
experienced greater competition. This new set of assumptions that Wilkins and Ouchi
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(1983) proposed were based on efficient transaction costs between stakeholders, for
example suppliers, customers, contractors, unions and regulators.

The fundamental assumptions of the market are the external environment is hostile
and customers are demanding and seeking value. Management’s primary goal is to
drive the organization to improve its financial performance with higher sales, produc-
tivity and profits. This is achieved through an unequivocal and aggressive strategy
that strongly emphasizes external positioning and internal control. Leaders are typi-
cally hard-driving, who are tough and demanding to work. The organization is bound
together by its emphasis on winning. Success is all about beating the competition,
achieving higher market share, market penetration and ultimately market leadership.

THE HierRARCHY CULTURE

The fourth organizational form, the hierarchy emerged at the beginning of the twen-
tieth century. Goods and services needed to be produced efficiently and reliably
with smooth-flowing and predictable output. This was in response to the growth in
large-scale organizations and the development of mass production.

The hierarchy organization is characterized as formal and structured where proce-
dures govern how people work. Effective leadership includes good coordination and
organization, where the maintenance of a smooth-flowing operation is the key. The
long-term focus is on providing stability, predictability and efficiency. Examples include
a mass production company like Toyota, a mass service company like McDonalds or a
mass public service governmental organization like the Inland Revenue.

A sample Culture Change plan and related behaviours (Source: Adapted from
Cameron & Quinn, 2006) is provided below.

Clan culture increase means:
More employee empowerment

Adhocracy culture increase means:
More employee suggestions

More participation and involvement
More cross-functional teamwork
More horizontal communication

A more caring climate

More recognition

Clan culture decrease does not
mean:

A culture of ‘niceness’

Lack of standards and rigor
An absence of tough decisions
Slacking off

Tolerance of mediocrity

More process innovativeness
More thoughtful risk taking
Tolerance of first-time mistakes
More listening to customers

Adhocracy culture decrease does
not mean:

Everyone for himself or herself
Covering up errors

Thoughtless risk taking

Taking our eye off the ball
Spending money on the latest fad
No coordination and sharing ideas
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Hierarchy culture decrease means:
Fewer sign-offs for decisions

More decentralized decisions
Fewer roadblocks and less red tape
Less micromanagement

Trying out more crazy ideas
Eliminating paperwork

Hierarchy culture decrease does not
mean:

Lack of measurement

Not holding people accountable
Not following the rules

Not monitoring performance

A nonorientation toward change

Market culture decrease means:
Ongoing commitment to excellence
A world-class organization

Goal accomplishment

Energized employees Less myopic
thinking about targets

A less punishing environment

Market culture decrease does not
mean:

Less pressure for performance
Ceasing to listen to customers
Less satisfied customers

Missing deadlines

Lower quality standards

Less competitiveness

By using the above, change leaders can consider how well their own and others
values fit with the type of culture or culture change the business requires going for-
ward, thereby producing a values and culture gap analysis for workplace dialogue.
We return to the idea of a culture development plan, instigated and driven by change
leaders, in Chapter 5.

Implications for the change leadership development
community

Preliminary findings from our ongoing research indicate significant differences
found in the personal values of senior executives. As a result, an emerging proposi-
tion suggests the most critical personal value for Board members and their senior
managers to share is ‘acknowledging, recognising and valuing diversity in values’.
Moreover, results on the structure of values show clear signs of different executive
values dimensions and clusters, with implications for practitioners and researchers
in corporate governance and change leadership; looking at how executive’s values
impact personal and organizational approaches to business value creation.

There are several implications for research. A worthwhile literature meta-analysis
could usefully identify the theoretical and empirical strands between values, motives
and personality traits, possibly representing universal dimensions of human expres-
sion within the workplace. In addition, a longer term investigation of the links
between leadership behavior and personal values held by those leaders would enable
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us to identify the leadership culture conditions necessary for creating sustained and
sustainable (in the sense of corporate social and environmental aims) business inno-
vation, excellence and achievement; as opposed to cross-sectional studies using
short-term business outcome measures. In particular, which executive’s personal val-
ues might, for example, facilitate or restrict organization movement from ‘good to
great’ (Collins, 2001), whilst also accommodating the new ecological zeitgeist?

And, as Drucker (2001) reminds us, “To survive and succeed every organisation
will have to turn itself into a change agent.... .an important task for top manage-
ment in the next society’s corporation will be to balance its three dimensions: as an
economic, human and as an increasingly important social organisation...the biggest
challenge will become its social legitimacy: its values, mission & vision, increas-
ingly top management will represent the unique personality of the company’. Post
Enron and alongside the business carbon footprint debate, the collegial and reflec-
tive deep dialogue skills of executives will continue to be severely tested where
value creation cuts across divergent personal approaches and responses to the busi-
ness of business, with the inherent dilemmas created by diverse self, business and
societal values drivers. Follow-up studies could usefully delineate which personal
values structures fit within these overarching ‘windows on life’ drivers in specific
organisational contexts (Louis, 1983).

There are also implications for practitioners. The preoccupation of using past
experience, competencies and demographic variables such as age, education and
functional experience to determine the ‘right’ person for the job, whilst neglecting
executive’s values, is clearly a mistake. To avoid the multimillion dollar disasters
of hiring the wrong CEO and leadership team, Boards must put values-based selec-
tion on the Board agenda. For leaders, this research indicates there is a diversity
of values operating throughout business life. Effective leaders lead a whole culture
of diverse values, not just people who happen to share their values. As ‘value is in
the eye of the beholder’ (Andriessen, 2003), those responsible for delivering share-
holder value must understand these different value structures and be able to com-
municate with people in a language that resonates with their unique values drivers;
and, if change and strategy initiatives are to be successfully implemented, must be
able to audit the current values held by people across the business, using personal
values identifiers which are contemporary, comprehensive and accurately defined.

Change leaders, in building their own and others change leadership capability,
need to recognize that managers tend to operate from their own narrow, personal
interest values (functional/professional allegiance) and mainly concentrate on
the formal business arrangements, whereas leaders have to learn to communicate
purpose and direction with a whole culture made up of different personal values,
concentrating on shaping informal organizational life. We might call this ‘strategy
by the coffee machine’, consisting of dialogue about what we are told we should
be doing, what our leaders are actually doing and how we feel about joining them
to make change happen. For coherence and credibility, business leaders — acting
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as a culture influence team — should remain true to themselves, live by what they
espouse and do what it says on their corporate jackets. Effective change leaders
must continually check what their heart, head and hands communicate.

Unfortunately, the exercise of change leadership appears to be at the mercy of
organizational culture, with the potential benefits of transformational leadership
thwarted if the culture is so transactional (geared to defining and monitoring the out-
puts from processes and systems) that it stifles and suppresses its exercise (Parry &
Proctor, 2003). Sending out signals through deliberate role modeling, physical work
conditions that support nonhierarchical workplace connections and more flexible
cross-organisation means of co-operating will also induce a culture more amenable
to beneficial change (Aitken, 2007). For business to compete and differentiate, this
cannot be left to chance or to consultants. A niche business requires its own unique
leader-led values-culture formula for success, as Figure 4.3 indicates.

How change leaders create and utilize such a leadership culture is the subject of
the next chapter.

To summarize, business spends time and money on producing missions, values
statements and corporate branding, often without paying sufficient attention to the
personal brands held by leaders and other members of the workforce. The result can
be a culture of misaligned purpose and motivation, together with different interpre-
tations of what matters. This creates variability in internal and external customer
service and, if not addressed, an undercurrent of resentment because uniqueness is
neither valued nor leveraged for everyone’s benefit. Understanding the diversity of
personal values present in a business has the following benefits for change leaders:

B Attempts to change business direction and culture are more likely to succeed if
you know what people’s drivers are before you start.

Leadership culture

Workplace culture

What are we
focused on
around here?

What example
is being set?

Whatdo | |

truly value?  Jittan
Personal
culture

(my own values)

Figure 4.3 Leaders role-model business uniqueness.
Source: Concordia International Ltd, 2006.
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B Boards and their senior executive teams can identify mismatches amongst their
own values before they develop vision, purpose, mission and strategy together.

B Leaders can identify how similar/different their motivations and beliefs are from
the people they lead.

B Selection, using PBV assessment, will save you considerable cost and angst down
the line, when people fail to ‘fit’ the organization, business unit, workgroup, role.

B People, whatever their role, are often not aware of the internal drivers of their
behavior — a deeper understanding will allow more productive dialogue when
finding new ways forward or addressing conflict, as so often occurs in leadership
attempts to implement organizational change.

Obviously, organisations will also need to understand the specific blend of personal
brand values they require of their people, both in connecting to the sector, market
and customer values and internally to drive different values based business functions
and components. For example, embedding and maintaining work systems requires a
‘stay steady’ motivational driver. The change leader’s challenge is to become more
sophisticated in attempts to release discretionary performance by discovering, con-
necting and engaging with the personal values mosaic colouring their world.
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We must become the change we want to see in the world.
Mahatma Gandhi

I Introduction

‘We’ is the key word here. This chapter sets out to explain why individual change
managers will never be able to create and sustain the critical leadership mass required
to shift organizations along new paths. What is required is a whole ‘leadership
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culture’. First of all in this chapter, leadership culture is broken down into its con-
stituent components, showing the potential impact of the alignment between leaders’
personal values and leadership team behavior on leadership team culture. These find-
ings and future research implications have important ramifications for how change
leaders develop and use leadership culture, with a particular focus on their potential
role as organizational culture generators, carriers and shapers.

Evidence for the importance of leadership culture can be found in the work of
Kotter and Heskett (1992) who studied 207 companies and drew the following con-
clusions: Companies that displayed leadership from managers at all levels in the
organization achieved a net income growth of 756% versus 1% where this was not
present; common shortcomings for leaderless performance-degrading companies
were arrogance, inflexibility and an inability to see a need for adapting to change.

So, ‘Walking the Talk’ is a common phrase in the language of leadership (e.g.
Miller, 2002; Taylor, 2005), but what does it entail and what effect might it have on
organization culture(s)? Taylor (2005, p. 351) implores leaders ‘to make the links
specific between what you do and the values and beliefs that underpin this’. In this
way, a leader’s behavior and values are assumed to assist the development of orga-
nizational culture (Schein, 1992); but how might leaders, acting together to create
leadership culture, utilize this in their role as organization culture shapers?

This chapter explores the notion and contribution of ‘leadership culture’, consid-
ered as a fusion of the collective conscious (leadership behavior) and unconscious
(leaders’ personal values) expression of leadership (Aitken, 2002). A previous study
(Aitken, 2004) is summarized, providing evidence for the components of such a
leadership culture. This chapter is a direct response to the call by Collinson and
Grint (2005, p. 7) to ‘challenge the conventions of leadership research (and prac-
tice) by exploring its existence beyond individual office holders or heroic charis-
matics’. The focus here is on formally and informally acknowledged leaders acting
in unison to build and enact leadership culture, i.e. leadership as an all-embracing
and far-reaching social influence process (Parry, 1998). Indeed, the central proposi-
tion is that leaders, in their demonstration of a peculiar brand of personal values—
based leadership behavior, are more likely to be able to produce a distinctive ‘fit
for purpose’ organizational culture(s). Thus, leaders’ talk becomes implicitly and
explicitly connected to the walk, enabling concerted organization culture role mod-
eling and distinct cues for followers about what is expected of them within their
own spheres of culture influence.

I What is ‘leadership culture’?

Previous excursions into defining ‘leadership culture’ are rare (Alban-Metcalfe &
Alimo-Metcalfe, 2003 — extrapolated from studies of individual leadership), as are
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empirical papers investigating the nature and specific business effects of the rela-
tionships between leadership-culture constructs (Block, 2003; Parry & Proctor-
Thompson, 2003). The prevailing literature generally indicates that personal
leadership mainly impacts organizational culture and perhaps vice versa (as exem-
plified by Schein, 1992), although we are left unsure about the exact part leaders
play, particularly through conversion of their personal values (Schwartz, 1994) into
everyday collective leadership behavior.

As Crossan (2003) records from an interview with Chris Argyris, academics tend
to concentrate on the internal and external validity of constructs, with theory running
ahead of real-world application. Consequently, ‘implemental’ validity and usability
is potentially overlooked. Here, we set out to investigate the makeup and potential
research/business value of the concept ‘leadership culture’, leaning heavily on the
transformational-transactional leadership ‘by the team’ school (Bass & Avolio, 1990),
as opposed to leadership proffered by a designated sole leader. The term ‘by the
team’ is used here to signify the collection and combined efforts of formal and infor-
mal leaders operating throughout an organization. As Block (2003) demonstrated,
immediate supervisors can have a greater influence on employee perceptions of cul-
ture than all other leadership levels. To begin, we offer a research model (Figure 5.1)
that places leaders’ culture role modeling as the natural, albeit inadequately explored,
‘implemental’ link between ‘leadership culture’ and organization culture(s).

The model in Figure 5.1 above starts by positioning leadership ‘by the team’ as
a collective leadership phenomenon made up of formal and informal leaders acting
in concert. Bate (1994, p. 242) expressed the need to ‘depersonalise and decentre
the leadership concept, so that we begin to perceive leadership as a co-operative

Formal
leaders

l

Leadership ) Leaders’
‘by the team’ p| Leadership p| Culture 'role Organization
culture modeling culture

A 4

A

Informal
leaders

Figure 5.1 A model of ‘Leadership Culture’ within the context of organization
culture(s).
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or collective enterprise’. Here, leaders are classified as a combination of officially
designated leaders, both ‘near’ and ‘far’ (Shamir, 1995) and ‘emergent’ leaders,
encompassing those who have been granted this label by followers. Although we
agree with the sentiments of Burns (1996) and Bass (1998) that all team members
contribute toward transformational leadership (that includes the development of cul-
ture change capability), observation of practising leadership teams suggests this is
often aspirational, with much effort required to forge such a leadership alliance.

As a case in point, a recently privatized New Zealand government agency senior
executive team, after launching a series of change initiatives, undertook an analysis
of their leadership culture using the Leadership Culture Display measure described
in Chapter 8.

The MOST frequent Leadership Culture transformational behaviors they prac-
ticed were:

Emphasize the importance of being committed to our beliefs
Emphasize the importance of having a collective sense of mission
Recognize member and/or team accomplishments

Articulate a compelling vision of the future

Set high standards

However, the LEAST frequent Leadership Culture transformational behaviors
discovered were:

Specify for each other what are the expected levels of performance
Spend time teaching and coaching each other
Encourage each other to rethink ideas that had never been questioned before

Listen attentively to each other’s concerns

Provide useful advice for each other’s development

So, what the senior management team (SMT) decided to do was:

Celebrate that staff were engaging in the new business strategy and values

Offer leadership support to one of the Divisional Managers (where the current
span of control was too large)

Each to bring a leadership problem to the SMT meeting
Each to make a presentation on a leadership success story

Set up leadership role swaps for themselves and shadowing for emerging leaders

Set up a leadership ‘walk the talk’ program (culture role modeling)
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Leadership culture is defined as ‘that amalgam of lived purpose, critical behaviors and
essential personal values, identified and agreed by the leaders as authentic and functional
for their organization culture (whole or part), which the leaders (formal and emergent)
role model through their everyday communications and actions’. Some attempts by
business to match business brand with style of leadership culture are portrayed below.

7Y 4 ™

“The power of all of us’ — collaborative leadership is key.

‘Connecting people’ — leaders who can connect people through their community-
building skills and contacts.

‘Refresh the world in body, mind and spirit’ — leaders who refresh inside are
innovative, lifetime learners, looking for new ways to do things.
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Other descriptions of well-known leadership cultures, how to create one and then
ensure it is producing leadership culture, rather than consuming it, can be found in
Ulrich and Smallwood (2007).

As Harris (2005, p.80) notes about distributed leadership, ‘Effective leaders must
have the ability to read and adjust to the particular context they face. In this respect,
their leadership behaviour is contingent on context and situation. The choices that
they make relate directly to their own beliefs, values and leadership style’. In this
mode, leaders become a ‘psychological group’, consisting of people who inter-
act with one another, are psychologically aware of one another and who perceive
themselves to be a group (Schein, 1992). The group psychosocial traits present refer
to shared understandings, unconscious group processes, group cognitive style and
group emotional tone (Cohen & Bailey, 1997). Central to the idea of leadership cul-
ture is this coming together of consistent and authentic leadership behavior — with
authenticity a product of personal values aligned with their behavioral counterparts
(an idea illustrated later with some results from an empirical study of leadership
team culture (Aitken, 2004)) — forming the bedrock on which an appropriate leader-
ship culture and the form of authentic workplace culture role modeling subsequently
employed by leaders can be founded.

An ill-defined leadership culture means a fuzzy and shaky platform for leaders’
culture role modeling, resulting in inconspicuous and/or unclear cues for what is
important (purpose and task focus) and how we should act around here, i.e. orga-
nization culture(s). As Kluckhohn (1951, p. 86) wrote, ‘Culture consists of pat-
terned ways of thinking, feeling and reacting, acquired and transmitted mainly by
symbols, constituting the distinct achievements of human groups, including their
embodiments in artefacts; the essential core of culture consists of traditional (i.e.
historically derived and selected) ideas and especially their attached values’. In this
way, creation and management of meaning through leadership culture becomes a
continuous process whereby leaders, through words and deeds, communicate ‘inte-
grating ethos’ (Selznick, 1957) in order to focus energy toward collective identity
and joint purpose.

The argument outlined here is that without sufficient time and energy devoted to
understanding what this guiding ethos looks and feels like, and then consciously
attempting to role model it, leaders are unlikely to create sufficient critical mass
to wield any salient directional social influence on organization culture(s). We sug-
gest therefore that leaders need to talk in-depth about the exact nature of their walk,
before they attempt to enact it. As Mumford states in Pearn (2002, p. 210-211),
unless theories in use are surfaced and discrepancies acknowledged, learning at dif-
ferent levels of depth will not occur. In this sense, leadership culture learning should
enable change leaders to close the gap between ‘espoused theory’ and ‘theory in
use’ (Argyris & Schon, 1974). But, first of all, what might the components of a
leadership culture be?



Chapter 5 Building a Change Leadership Culture 97

I Components of leadership culture

To answer the above question, a recent study (Aitken, 2004) attempted to discover
whether the match between leaders’ specific personal values and the leadership
behavior they actually observed in their teams (23 leadership teams from organiza-
tions across New Zealand and the UK, containing a total of 191 team members —
80% operating in the public sector), i.e. the type and strength of the leadership
culture present, bore any relation to their evaluation of the leadership functioning
within those teams, as measured by their satisfaction with the leadership ‘by the
team’ abilities and perceived team effectiveness, i.e. two leadership culture out-
comes. In part, this work was a ready response to Lord and Brown (2004, p. 7)
who stated that, ‘“We maintain that articulating the connections between leaders and
subordinates’ self-concepts will provide leadership researchers with a platform to
move beyond the study of leader behaviour to the study of leadership’; and directly
addressed their resulting Hypothesis 5.5 (p. 212): ‘Leader behaviour has its greatest
effect when it activates coherent patterns of values’.

RESEARCH APPROACH

An extensive literature review (Aitken, 2003) had concluded with evidence of a
theoretical association between specific types of personal values and leadership
behavior constructs. In broad terms, this was reflected in a possible conceptual
relationship between ‘transformational’ type personal values and transformational
leadership behavior (i.e. people and future focused values and behavior — likely to
facilitate the capability required for anticipatory business change) and also between
‘status quo’ type personal values and transactional leadership behavior (i.e. present
and task focused values and behavior — likely to resist change by sticking with what
is known and important today).

As Baker and Jenkins (1993, p. 2) note, ‘The value concept is often used to
identify unknown or underlying variables in individual actions. It is this ostensible
uncovering of the cognitive path between personal values and behaviour which gives
values’ research its significance to management researchers’. Moreover, Hambrick &
Brandon (1988), in the context of a general model of executive values and action,
suggest that values first of all influence the perception of stimuli and thereby shape
information gathering, and secondly values guide behavior in order to uphold estab-
lished terminal values. This is the essence of investigating the influence of ‘align-
ment’ on the perception of leadership team culture, i.e. the unconscious alignment
of personal values with the conscious perception of behavior that either reflects or
does not match these values. As a reminder, this is why we explored the personal
values that change leaders and those they interact with may hold, in the previous
chapter.
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In order to provide definition for the personal values and leadership behavior
constructs being matched, a factor analysis of the Schwartz Value Survey (SVS)
(Schwartz, 1994) and the Team Multifactor Leadership Questionnaire (TMLQ)
(Bass & Avolio, 2001) revealed the factor structures listed in Figure 5.2. Tjosvold,
Hui, Ding and Hu (2003) had already revealed support for values impacting on team
effectiveness through team relationships. The approach taken was consistent with
the emerging understanding that values have their impact through team member
interaction (Morris et al., 1998). Influenced by ‘Path-Goal’ and ‘Expectancy’ theory
(reported in Yukl, 1989) and using the research model in Figure 5.2 below, whose
production was guided by the Hackman & Morris (1979) modeling framework, the
practical proposition was that as alignment between team members’ personal values
and their perception of values-matched leadership ‘by the team’ behavior strength-
ens, they will expect the latter to continue to remain in line with the former, thereby

Individual level factors
From SVS

Team member’s
transformational
type values:

Team member’s
status Quo
type values:

Inner focused
Conservatism
Status seeking

Outer focused
Resourceful
Citizenship

Team culture
outcomes

! | Team effectiveness
| and satisfaction with
! leadership ‘by the

team’ abilities

|

From TMLQ

Transformational
type leadership ‘by
the team’ behavior:

Status Quo type
leadership ‘by the

Team purpose team’ behavior: Key

Team vision

Team monitoring Alignment
Team inertia -
Hypothesised

relationships
e

Team working
Team innovation

Group level factors

Figure 5.2 Research Model for link between Leadership Culture (executive’s
behaviours and values) and Team Outcomes.
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maintaining their motivation for the team interaction, resulting in a positive assess-
ment of leadership culture, as represented by measures of perceptions of team effec-
tiveness and satisfaction with leadership ‘by the team’ abilities.

The idea tested here argued that alignment between a team member’s personal
values strength (for either transformational or status quo types of values) and their
perception of the strength of the presence of team leadership behavior (which
respectively mirrors either transformational or status quo types of values) leads to a
perception of high team effectiveness and high satisfaction with leadership ‘by the
team’ abilities. As the gap between a team member’s personal values strength (for
either transformational or status quo types of values) and their perception of the
presence of team leadership behavior (which respectively mirrors either transforma-
tional or status quo types of values) grows, such that there is more of the behavior
than is required by the strength of the values, then the subsequent perception of
each of the two team outcome measures will be heightened.

However, if there is less team behavior present than is required by the personal
values strength, then the same measures will be suppressed. The effect will be
reversed if team member’s transformational-type personal values are strong and the
status quo—type leadership behavior present is perceived as not strong. In this case,
as the gap becomes larger, i.e. the presence of status quo—type leadership behav-
ior is perceived to be less (a situation considered to be positive by those holding
transformational-type values), this will be associated with perceptions of high team
effectiveness and satisfaction with leadership ‘by the team’ abilities.

FINDINGS

Analysis of the results relating to the examination of the central idea revealed the
following. All alignment associate relationships for transformational-type values
and transformational-type leadership ‘by the team’ behavior indicated a negative
relationship with perceptions of team outcomes, as the gap between them increases.
A positive relationship was found, if there is more transformational-type leader-
ship ‘by the team’ behavior perceived, than the strength of transformational-type
values held. Therefore, provisional support was evidenced for the central idea of
the beneficial effects of a leader’s personal values alignment with the appropriate
demonstrable leadership action within the leadership culture they belong to, when
considering transformational-type alignment associates. The relationship is stronger
for Team Effectiveness when the associates are Citizenship and Resourceful, whilst
the Outer Focused associates reveal a stronger relationship with Satisfaction with
Leadership ‘by the team’ Abilities. As predicted by previously theorized associates
(Aitken, 2004, p. 169), ‘Resourceful’ appears to show the highest overall impact
and provides the highest and second-highest single impact through its association
with Team Working and Team Innovation, respectively. Inspection of the items
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making up the factor ‘Resourceful’ indicate the possibility of motivational values
elements that may underpin striving for team working and team effectiveness (e.g.
capable, wisdom, intelligent, successful), and team working and team innovation
(e.g. freedom, creativity, broad-minded), in a general sense.

However, this suggestion remains tentative given that the result only provides
approximately 25% of the explained variance for these alignment associates.
Interestingly, the relationship with Satisfaction with Leadership ‘by the team’ Abilities
reverses and slightly reduces the relative impact of the Resourceful-Team Working
and Resourceful-Team Innovation alignment associates, with the latter now in front
of the former. Perhaps, in this research subject population, the perception of satisfac-
tion with leadership ‘by the team’ abilities depends more on the climate for innovation
(West, 1990) than team working. Further evidence of support for the differential effect
of Resourceful-Team Working and Resourceful-Team Innovation alignment on the
relationship with the team outcome measures was found in the results from the regres-
sion analysis. The Resourceful-Team Working alignment associate accounted for 26%
of the variance in the assessment of team effectiveness, whilst the Resourceful-Team
Innovation alignment associate accounted for 22% of the variance in the assessment
of satisfaction with leadership ‘by the team’ abilities.

There is some limited support for the suggestion that Conservatism may be per-
ceived as a transformational-type personal value within a predominately public sector
workforce, recently subjected to social entrepreneur—type interventions. In a general
sense, Waddock and Post (1991) stressed that the social entrepreneur generates fol-
lower commitment to public good projects by framing them in terms of important
social values, rather than in economic terms, whilst Egri and Herman (2000) observe
that nonprofit organizations can be viewed as altruistically driven and motivated to
improve the society. Once again, inspection of the items making up Conservatism
(e.g. helpful, self-discipline, responsible, obedient, respect for tradition) raises the
possibility that such values may fit this view, whilst Status Seeking might be viewed
as an entrepreneurial personal value, when attached to a social cause.

Further evidence of support for the differential effect of Conservatism (when
considered as a transformational-type personal value) with transformational-type
leadership ‘by the team’ behaviors (Team Vision and Team Working) alignments
on the relationship with the team outcome measures is found in the results. The
Conservatism-Team Vision alignment associate accounted for an increase of 6% of
the total variance in the assessment of team effectiveness (i.e. the second and final
significant model predictor), whilst the Conservatism-Team Working alignment asso-
ciate accounted for an increase of 4% of the variance in the assessment of satisfaction
with leadership ‘by the team’ abilities (once again, the second and final significant
model predictor). What might be witnessed here is the presence of a public service
ethos (vision and way of working) impacting on perceptions of the specified team
outcomes.
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Finally, once all personal values were treated as transformational types, analysis
revealed that the combination of the relative alignment associate contributions — listed
in order of their strength: Resourceful-Team Working, Conservatism-Team Vision,
Resourceful-Team Innovation and Conservatism-Team Innovation — accounted for 31%
of the variance in the Team Effectiveness scores, whilst Resourceful-Team Innovation,
Conservatism-Team Vision, Resourceful-Team Working and Conservatism-Team
Working accounted for 26% of the variance in the Satisfaction with Leadership ‘by the
team’ Abilities scores.

As an illustration of identifying the prevailing leader’s values and leadership cul-
ture, a UK Council wanted to move forward through encouraging their leaders to
bring about cultural change by:

B ‘Facilitating continuous improvement contributions from all employees’.

B ‘Ensuring that individuals are becoming more effective, creative and entrepre-
neurial in their performance’.

B ‘Building a culture that recognises and values personal difference and development’.

B ‘Developing standards of behaviour, which support the organisation’s values’.

In order to establish their current position, over 100 managers from across the
organization completed earlier versions of the Leadership Culture Display (see
Figure 5.3) and PBV assessment (see Chapter 4) to reveal the following.

MOST frequent leadership culture behaviors:

B Set high standards

B Recognize member and/or team accomplishments
B Clearly communicate what each member needs to do to complete assignments
LEAST frequent leadership culture behaviors:
B Spend time teaching and coaching each other
B Motivate each other to do more than they thought they could do
B Focus on developing each other’s strengths
MOST important personal values:
B Family security (safety for loved ones)
B Healthy (not being sick physically/mentally)
B Honesty (genuine, sincere)
LEAST important personal values:
B Social power (control over others, dominance)

B Devout (holding to religious faith and belief)

B Accepting my portion in life (submitting to life’s circumstances)
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Given the need to change from a silo-based, output-driven organization to a col-
laborative, community outcome focus, the results confirmed a concentration on
the former, but also showed a paucity of active leadership capability building. As
a result, a series of cross-departmental team development exercises were designed
so that leaders could learn to do joined-up work together. The predominant values
indicated a good fit to the purpose of the organization, i.e. public service ethos for
a deprived community, although highlighted a potential culture clash with a highly
religious and significant immigrant population, whilst also revealing a possible, non
‘can do’ attitude.

DiscussioN

The research approach laid out above demonstrated that alignment between two
critical facets of leadership culture, namely leaders’ personal values and leadership
team behavior, does indeed influence team members’ perception of the functionality
of their team culture. The closer the gap between personal values and actual leader-
ship behavior, the more positively participants regard their team culture. The role for
leaders then is to make explicit the implicit culture through role modeling, so that
leadership team members can begin to understand the pattern and strength of one
another’s transformational values and how these might be either facilitating or block-
ing values congruent behavioral responses to leadership culture change. As West and
Altink (1996) point out, these factors do not occur simply because teams are put
together. The degree of task and social reflexivity required to develop, maintain and
enhance these norms of behavior will only bear fruit if (leadership) teams are trained
and developed in how to recognize and utilize these values and behaviors.

In terms of wider research implications, the results also have important impli-
cations for work motivation theory. Work motivation can generally be defined as
‘a set of energetic forces that originates both within and beyond an individual’s
being, to initiate work-related behavior, and to determine its form, direction, inten-
sity and duration’ (Pinder, 1998, p. 11). Need theories (e.g. McClelland, 1961),
which focus on the role of psychological needs or values in motivation, still appear
to have relevance for organizational development research. Indeed, the evidence
suggesting the most significant impact in the research model of the personal value
‘Resourceful’, when one inspects the items comprising it, is in line with the import
of McClelland’s (1961) notion of the ‘Need for Achievement’ motive and McCrae
& Costa’s (1989) ‘Big 5 personality ‘Conscientiousness’ trait, i.e. the latter con-
tains the subscales of Competence, Order, Dutifulness, Achievement Striving, Self-
discipline and Deliberation.

Along similar lines, Ashkanasy and O’Connor (1997) reported a stronger rela-
tionship between Schwartz and Bilsky’s (1987) ‘Achievement’ value and high-
quality leader-member exchange, when compared to other personal values. Thus,
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a worthwhile literature meta-analysis could usefully identify the theoretical and
empirical strands between values, motives and personality traits, which in turn may
possibly represent universal dimensions of human expression. This may address a
concern in science known as the ‘jangle fallacy’ (Kelley, 1927), where near-identical
constructs are often given different names and talked about as if they are distinct,
and may be highlighting what Allport (1937) called a person’s ‘cardinal disposi-
tions’, or be indicative of Apter’s (2001) ‘reversal’ theory propositions.

So, the pervasiveness of personal values and leadership behavior as influential
phenomena in business leadership team social influence process appears profound.
Results from the study above do indeed suggest that linking talking with walk-
ing, through role modeling a particular brand of leadership culture within leader-
ship teams first, may hold some promise as a practical change leadership tool for
organization culture(s) development. Whilst we have alluded to a leadership culture
that may foster change, organizational development or renewal requires a particular
brand of leadership culture called ‘transformational’.

I What is transformational leadership culture

Executive life is becoming evermore unpredictable and complex. Managers and
professionals reaching influential positions usually have a full grasp of one remit
and environment: accountancy, sales, operations, HRM, business unit/technical/
international experience etc. Leadership ‘of’ the business rather than leadership
‘in’ the business requires a different mentality and skills set. Whilst heroes can
carry the day in times of crisis, building a sustainable culture of innovation, excel-
lence and achievement requires a collective and distributed, as opposed to an indi-
vidualised and hierarchical, leadership mind-set and approach. Creating leadership
teams across the business achieves two things simultaneously. First, it encourages
joined up, whole system operations, rather than badly stitched—together silos, and
consequently may improve the utilization of resources and the customer experi-
ence. Second, reaching some critical mass by connecting all parts of the leadership
will enable much stronger signals to be sent to the stakeholder community about
the direction of business and accompanying culture change. The development of
leadership usually entails dealing to the top team or high potentials as individuals,
where the learning and networking remains. Constructing learning that reaches all
the leadership components of a business system releases considerably more impact
from the investment and facilitates wider exposure to the shifting levers of change.
First, using Table 5.1 below, ask yourself if you are operating as a leadership team
or a management group.

Business transformation is a common buzzword, but who could tell you what it looks
like or how to assess how much your own organization has at its disposal? A study by
Aitken (2004) revealed what executives believe this critical set of leadership behaviors
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Table 5.1 Leadership team versus management group

HENLEY
P

Management group (transactional)

Leadership team (transformational)

Business units focus, drawing on
‘silo” thinking and individual
accountability for line
performance

Appears energized by competition
for resources, results and
sometimes favor

Contributions usually based on
formal organization structure,
seniority and meeting process

Essentially provides for the
roundtable input of expert and/or
functional reporting

Process encourages relationships
based mainly on contractual
obligation

Direction and motivation provided
by, or sought from, single leader,
e.g. the chief executive

Focus on stakeholder environment,
across business systems and
leadership/management
functioning — driven by strategy and
improvement

Energized by commitment to
common purpose, goals and
complementary and/or integrated
ways of working

Variety of inputs from SMT, other
leadership teams, individual
initiatives and external insights

Uses the diversity of know-hows,
experience bases and business
insights to build leadership team
culture and capability

Process builds trust and capacity
for shared learning and problem
solving

Leadership shifts relevant to
subteams, specialist tasks and
as a possible leader-learning
opportunity

Source: Concordia International Ltd © 2006.

business consists of. Following on from above, this framework is a first in considering
transformational leadership as a collective responsibility and concentrates on what and
how much behavior is actually displayed by groups of leaders within and across six
clusters of behavior. When present, the combined transformational leadership behavior
seeks to constantly review, refresh and reinforce the momentum of the business. By
doing so, it sends out a clear and comprehensive message to all staff and stakeholders,
expecting collegiate focus, ideas and investment for making the business fit for its cur-
rent and emerging purpose, starting with role modeling by directors and executives.
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Transformational leadership culture — focus on future improvements

HENLEY
—~—

leadership culture — focus on the here and now

Performance
challenge —

ensuring on-going team
performance is
attended to

Dysfunctional leadership culture — treading water

Going forward Leadership

inertia —

Ready to go team behavior

preventing focus on
Stopped future improvements

eCo

Figure 5.3 The Leadership Culture Display factors.
Source: Concordia International Ltd © 2006.

The framework is composed of four transformational dimensions (necessary for con-
tinuous step changes in business performance): ‘People Investment” and ‘Innovation
Energy’ being the most important, plus ‘Strategic Focus’ and ‘Transformational
Orientation’. Additionally, there is one transactional factor (showing if the everyday
business engine is being attended to — the transactional element), called ‘Performance
Challenge’, and one dysfunctional ‘Leadership Inertia’ set of behaviors (holding back
any attempts to progress the organization). Figure 5.3 and Table 5.2 below provide
more detail about the respective behaviors.

In the example below (Figure 5.4), the results indicate some marked differences in
how the collective leadership is currently perceived by members of that same collec-
tive (represented by different colored lines). For development purposes, deep dialog
about why executive colleagues view their leadership in this way will generate new
ideas and activities for how best to focus and deploy the total leadership resource,
both in formal gatherings and informal conversations, with one another, with
staff and with critical stakeholders. By itself, the ‘People Investment’ assessment
immediately draws attention to the current emphasis being placed on leadership
development per se. Crucially, exploring the results reminds leaders to spend their



Table 5.2 Transformational leadership culture

Strategic focus
energy divested
in purpose and
vision activity

Members of my
team....

Articulate a
compelling
vision of the
future

Concentrate
on strategic
conversation

Set future-
oriented goals

People investment
contribution
to a culture
that enhances
people
performance,
development
and potential

Encourage
each other to
build on their
contribution

Pay attention
to developing
each other’s
strengths

Attend to each
other’s concerns

Innovation energy
developing
a collective
culture for
encouraging
improved ways
of working

Encourage each
other to rethink
ideas that have
never been
questioned
before

Have radical
ideas about the
future

Create options for
making strategic
choices

Transformational
orientation
investment
in team
mechanisms
that support the
improvement
leadership role

Agree that
our meeting
agenda items
add value to
our leadership
work

Make decisions
stick

Delegate
operational
matters to
others

Performance
challenge
activity
ensuring that
ongoing team
performance
is attended to

Bring attention
to failure to
meet agreed
standards

Alert each other
to individual
performance
dips

Closely
monitor
overall team
performance

Leadership
inertia

behavior that
prevents
effective
responses to
improvement
change

Avoid making
decisions

Fail to respond
to requests for
assistance

Avoid addressing
problems as
they arise

Source: Concordia International Ltd © 2006.
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energy on matters of collective and distributed leadership, being different from
managers remaining preoccupied with their own business portfolios.

I The power of role modeling in change leadership

Having identified the key components of leadership culture (including the trans-
formational culture required for change to occur) and their potential usefulness
as a leaders’ culture modeling technique, attention turns to that part of the model
in Figure 5.1 that remains to be explored — the exact nature of leadership culture
transmission mechanisms used by change leaders with the intention of shaping and
strengthening specific and optimal organization culture(s), i.e. after making the
implicit culture explicit for themselves, converting the talk now matched with the
walk into attempts to change organization culture(s). The principle alluded to is that
unless leaders are fully aware of their own leadership culture, they are unlikely to
be able to control the impact of their role as the modeling archetypes of organiza-
tional culture change. Organizational culture in this sense has been conceptualized
as a complex web of norms, values, assumptions and beliefs, which are characteris-
tic of a particular group, reinforced and perpetuated through training, rewards, sanc-
tions and ‘socialization’ (Lytle, Brett, Barsness, Tinsley & Janssens, 1995).

The rest of this chapter positions leaders’ culture role modeling as a prime candi-
date for study within this socialization process. We have established that a leader’s
personal values, when explored and made tangible through behavior, can prescribe
a preferred state of organizational affairs. As already shown, in the presence of
strong values-behavior congruence, leaders and followers are more likely to form

People investment

Leadership inertia Strategic focus

Performance challenge Innovation energy

Transformational
orientation

Figure 5.4 An example Leadership Culture Display readout.
Source: Concordia International Ltd.
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a positive appraisal of the people in question. But what happens if leaders engage
in values-incongruent behavior? Not only might this result in cognitive dissonance
for the leadership team concerned (Festinger, 1964), but other employees also are
unlikely to respond to leadership culture role modeling that is dissociated in this
way, thereby confounding attempts to change employees values/behavior in line
with the requirements of a new organizational culture, talked about but clearly not
walked by leaders. But what are the role modeling delivery mechanisms through
which culture can be channeled and can role modeling work in the context of
organizational culture creation and development?

Unfortunately, the underlying processes and mechanisms by which transforma-
tional leaders exert their influence on followers have not been fully explored (Kark,
Shamir & Chen, 2003). As one example of a culture transfer mechanism that sounds
like indirect role modeling, Shamir, House and Arthur (1993) argued that transfor-
mational leaders (those leaders charged with forging organizational culture) may
raise the salience of the collective identity in followers’ self-concepts by emphasiz-
ing shared values, both directly and indirectly, through references to the symbolic
actions of founders and former leaders/members. Indeed, the literature abounds with
assumptions about the power of leaders to shape organizational culture, summed up
by Thomas and Ramaswamy (1996), who suggested efforts that examine the impact
of top managers on firm performance implicitly assume that the characteristics,
biases or values of these managers are reflected in the resource allocation priorities.
As a prime example, Miles and Snow (1978), in their seminal work examining the
link between top management beliefs and company strategy, structure and process,
found that firms led by managers who focused on effectiveness competed on the
basis of innovation, whilst those led by managers focused on efficiency competed
using cost control. However, uncertainty remains about the leadership into business
culture social-psychological conversion processes, and this is not helped by the pre-
dominance of cross-sectional quantitative questionnaire research, itself often reliant
on indirect and often distant reports of everyday leadership behavior.

Schein (1992) lists a number of culture change mechanisms, including role modeling,
that leaders might use to influence organizational culture: directing attention to critical
incidents/priorities, reacting to crises, formal statements of intent, telling stories, legends
and myths, symbolic actions, design of work facilities/systems/processes, rewards and
sanctions, methods of problem solving/decision making etc. We have generic results that
indicate indirect and direct effects of transformational leadership on perceived organiza-
tional effectiveness through its influence on transformational/transactional culture (Parry
& Proctor-Thompson, 2003). However, what leaders (and researchers and business con-
sultants) really need to know for their culture change intervention resource investment
decisions is which of these mechanisms works best in what situations and why? For
example, what might be the best blend of leadership activities, in what order of delivery
and over what timeframe, to produce a transformational leadership culture leading to
successful organizational culture(s)? Indeed, there appear to be no studies to date that
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even explore the frequency of use of such leadership culture change mechanisms across
organizational change environments. Hence, perhaps belated calls for comparative inter-
pretations and sense making by leaders — how do leaders interpret their roles, think and
act in different contexts (Storey, 2005).

Half a century ago, McGregor (1960) noted how difficult it would be to see Theory
X supplanted by Theory Y as the basic model underlying organizational processes,
especially if the people holding such beliefs constantly observe behaviors that rein-
force them. People become socialized by leaders, either intentionally or unintention-
ally, to those practices with which they are most familiar — old habits die hard. Both
the cognitive-perceptual and learning models of human behavior (Levy, 1970 and
Skinner, 1974, respectively) infer specific reactions to the environmental events cre-
ated by others. More recently, House (1977, p. 194) implores leaders to ‘express, by
their actions, a set of values and beliefs to which they want their followers to sub-
scribe’; Conger and Kanungo (1998) relay that effective leaders engage in exemplary
acts worthy of imitation, whilst for Kouzes and Posner (1999), ‘modeling the way’ is
positioned as a worthwhile leadership practice. Whilst theory and anecdote is plentiful,
Ashforth and Saks (1994) appear to be unique in testing whether conscious attempts
to socialize employees as intended bear results. They found that common institution-
alized tactics conducted in a fixed sequence of steps and with a fixed timetable for
completion — rather than a series of idiosyncratic or individual experiences — related
to lower levels of innovation (i.e. higher levels of compliance) by new employees.

However, Bandura (1986) noted that complex behavior can occur without the
time and ongoing personal experiences of behavior shaping. The primary social
learning process here is identification — we watch others and learn from them, e.g.
shadowing effective change leaders. He identified three primary modeling mech-
anisms: imitation (merely copying others), cued (an existing repertoire prompted
by the behavior of others such as formal or informal leaders) and vicarious (see-
ing others being reinforced for behaving in certain ways), with research indicating
that people are more likely to imitate models who are high in prestige or expertise
(Craighead, Kazdin & Mahoney, 1976). In this sense, leadership culture sense mak-
ing is ‘simply, familiar structures that are seeds from which people develop a larger
sense of what may be occurring’ (Weick, 1995, p. 50). And, as Pye (2005) notes, it
is here that leadership has its dual role, helping to extract appropriate cues and pro-
viding a crucial cue for others to extract.

So, how can leaders be proactive in the way they set out to impact culture and
performance? ‘Walking the talk’ (practising what you preach) has become a com-
mon phrase in the language of leadership, and rightly so. Table 5.3 lists five main
signals for change leaders to use.

To date, the empirical work on role modeling appears in three work settings.
Rich (1998) found a positive (though indirect) association between role modeling
and overall salesperson performance, with sales managers suggesting the following
seven categories of role modeling behavior: personally demonstrating proper selling
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Table 5.3 Walking the talk: everyday signals for shifting business culture
and performance

Signal Example

Physical symbols A new chief executive may choose to turn his/
her large office, with the inspiring view, into
the staff rest area.

Reward and recognition Reinforcement of the newly required values can
focus be done through pay and benefits as well as
specific personal acknowledgments.
Repeated attention paid At every turn, delegation of a task can be
to priorities explained as connected to a part of the
strategy.
Behaviour in crisis An emergency gives leaders the spotlight
situations where a message or response has immediate

emotional resonance and is therefore
remembered, for good or bad.

Time devoted to role How much personal time and energy does the
modelling culture leader put aside to demonstrate the culture
change priorities he/she has set for others?

Source: Based on Argyris (1985).

techniques to salespeople, showing up on time to meetings and appointments, con-
ducting oneself in an honest moral manner, presenting a professional image through
appropriate dress and grooming, listening to salespeople (so, salespeople will in
turn listen to customers), being a team player and finally never asking salespeople
to do things that the manager would not do him or herself. Orpen (1985) assessed
the effects of an insurance company behavior modeling program containing eight
modeling modules, designed to improve managers’ skills in dealing with their
subordinates. A year later, trainees subjected to the training received substantially
higher performance ratings and branch profits when compared to managers in the
control condition.

Finally, in the banking sector, the use of video-based behavior modeling com-
bined with associated role play (Bell, 1992) resulted in improved levels of employ-
ees’ understanding, attitude and behavior, including a perceived improvement in the
level of service and customer care. However, Bell concludes by noting that sustain-
able skill development using these training methods (alerting the viewers to what
they are about to see, and what the behavior seeks to achieve; showing the behavior
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in an organized and structured way and isolating the distinctive and sequential
stages of the process — codified into learning points) can only happen where there
is an opportunity for real practice, including high-quality feedback. This suggests
similar research techniques are required for studying the impact of leadership cul-
ture role modeling on organizational culture(s).

Transformational leadership is essentially open ended, enabling organizations not
only to cope with change, but also to be proactive in shaping their future. However,
the role of the Board and senior executive team in creating the conditions for busi-
ness transformation can be problematic because:

Frequently, in top teams, competitiveness, suspicion and departmentalism
replace trust, the ability to take risks and to be open with one another. In order
to enhance the quality of its strategic management processes and for transfor-
mation to take place, there is a need to get beneath ‘ritualistic discussion, the
appearance of substance and interest’ and develop ‘feeling as a team’.

(Vaill, 1989)

A precondition for generating a culture of sustained excellence and achievement
is establishing an ethical culture on the basis of doing the right thing by stakehold-
ers, whatever the conflicts of desire to perform or pressures to do so. This requires
deep dialog amongst senior executives and the Board about what is — and is not —
acceptable behavior, and an understanding that it is the norm to challenge openly
or whistle-blow. Unethical behavior presents a number of tangible and intangible
risks, including fraud, health and safety violations and workplace dysfunction such
as bullying, harassment and unlawful discrimination. The response by governments
and regulators to these ethical breaches is to impose increasingly onerous legisla-
tion, such as corporate governance codes, workplace directives (e.g. from the EU),
as well as desperate internal and external media messages to rebuild tarnished rep-
utations. However, an ethical culture is not created by imposing a set of rules or
demanding employees sign a code; it is evident when leaders do what they say they
value (walk the talk) in ethical terms.

Executives whose perceptual-emotional makeup recognizes there are multiple
ways of framing reality are more likely to succeed in business transformation. To
create wealth in this way is to combine values that are not easily joined together,
and are therefore scarce and of greater intangible value. The propensity to recon-
cile such dilemmas also correlates with bottom-line performance, and women have
been found to be better reconcilers (Hampden-Turner & Trompenaars, 2002). Also,
supervisors rated high in transformational leadership behaviors have been shown
to be associated by staff with higher perceived levels of mission, adaptability,
involvement and consistency when compared with their transactional counterparts
(Block, 2003). Block found that immediate supervisors have a greater influence on
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employee perceptions of culture than all other leadership levels within the organiza-
tion. Leaders wanting some pragmatic means to shape culture quickly would there-
fore be advised to follow the recipe outlined in Figure 5.5.

WHAT QUESTIONS DOES THIS RAISE FOR THE CHANGE LEADER?

There are a number of critical questions change leaders should ask themselves as a
result of this chapter.

1. Do you have a business culture development plan that would enable delivery of
your strategy and business plan through your leadership culture?

Creating a culture development plan (i.e. converting mission and values into
directly observable and measurable behaviors) to connect the corporate vision
with the business plan is rare, but well worth the effort for leaders working and
developing cooperatively to reinforce a new or changing business direction. For
example, in creating a culture development plan for a company that considers
personal development as a primary mechanism to improve business innovation,
all the means at its disposal could be used to reinforce its presence, via coaching
for example. Leaders can also make decisions at this point about whether to stay
on or get off the company journey, depending on the fit with their own values

Foster
understanding

Role-model
the future,

every day of changed
and in every expectations
way and their

purpose

Find and

develop the .
Reinforce

‘new way’

values future state
capabilities with formal
and and informal
behaviors culture

Figure 5.5 Shifting business and performance fast without a blueprint.
Source: Copyright Concordia International Ltd.
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and priorities. Acting otherwise is unsustainable both for the individual and the
company in the long run.

2. What does your leadership and workplace culture look like — how do others see
and evaluate it?

3. Are your espoused organizational values and behavior aligned with your actual
personal values and actions?

4. Have you discussed the potential impact of your different personal values on
your individual and collective leadership behavior and working practices?

5. What are the critical signals you need to send to the workplace for focusing
behavior and energy on the things that matter today and tomorrow?

6. By what means do you intend to shape business culture and which behaviors
and activities stand the best chance of making a difference?

7. Are you talking about and agreeing the components and ways of conducting your
individual and collective walks before you step out into the working environment?

8. How transformational is your leadership culture and/or does it need to be?

Finally, are you seeking out and developing change leaders and followers who hold
the ‘Move forward’ personal value in good measure (see Chapter 4) whilst continuing
to build change leadership capability and release innovation together? Combined and
nurtured, these may be the magic ingredients for creating a culture of sustained (and
preferably sustainable) business innovation, excellence and achievement.

This chapter addressed the challenge laid down by Collinson and Grint (2005,
p. 6), ‘to develop more nuanced and complex (leadership) models that, for example,
recognise the “embeddedness” of leadership practice in the economic, technological
and social relations of organisation and society’. For the leadership social influence
process to bear fruit as intended, leaders must know the exact look of their walk and
its precise link to the values origin of their talk, before they begin attempts to influ-
ence their followers together.

Additionally, they need to know which behavior change influence mechanisms
are likely to have the most impact on organizational culture(s). This is consistent
with the leader’s current views. For example, a content analysis of the views of 10
senior women across the Queensland, Australia public service (Limerick & Field,
2003) revealed the importance of role modeling where ethical behavior is concerned.
Leaders are advised to select and practice the role modeling and other activities that
demonstrate and convert commitment to a particular cultural paradigm, and continu-
ally monitor the gap between their espoused and actual values and behavior (current
state of leadership culture) by receiving feedback on their progress from those they
are attempting to influence (those within the executive/emergent leaders collective
and the recipients of their leadership actions).
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As Thomas (1999) notes, creating an effective leadership team requires, amongst
other things, managing complex operations, issues and strategies seamlessly, i.e.
speaking with one voice, and modeling the behaviors they want people to emulate.
Thus, this chapter positions leaders’ culture role modeling as a start point for inves-
tigating how to convert leadership culture into organizational culture. Bearing in
mind that some 50-70% of change management initiatives fail to make any lasting
impact on the organizations they purport to reform (LaClair & Rao, 2002), this is
not a trivial matter.

A final case study shows change leaders taking this seriously. A global pharma-
ceutical company wanted its research and development leaders to collaborate more
effectively, responding to Morten Hensen’s challenge that ‘whilst most managers
acknowledge the value of a “collaborative culture”, few know how to build one’.
Achieving success, like so many aspects of organizational life, is dependent on hav-
ing an appropriate leadership culture. Traditionally, changing leadership culture has
been seen as very difficult and slow to achieve. The emphasis had been on the leader
rather than shared leadership across the group. A facilitated experiential workshop
was employed to create a rapid approach (using the Leadership Culture Display
detailed in Chapter 8) to measure and share perceptions on behaviors expected in a
transformational leadership team, as opposed to a management group.

It has been shown that the behaviors of key individuals can be transformed by
experiential workshops that build trust in a safe environment, where handling the
balance and the ambiguity between role complexity and organizational turmoil is
key. The methodology works with and on the knowledge of the ‘leadership team’.
The content generated is an articulation of what is known and how it can be uti-
lized. Overlaid on this are the values and the behaviors representing the leadership
environment within which the substantive issue will be worked on. This social and
political emersion, together with the use of real data about current leadership behav-
ior, caused the participants to question whether they needed to be a team at all, and
consequently new communication intents and arrangements were put in place to
share knowledge without the constraints of organizational structure or business pro-
cess (see Green & Aitken, 2006).

Change leadership consultants and researchers could add value by using meth-
odologies that can capture and assess the relative power of leader-induced orga-
nizational culture(s) influence mechanisms, used either singly or in combination,
for organizational culture creation and development. This is likely to require stud-
ies that include experimental, case study and real-life observation of leadership in
business. Indeed, a W. K. Kellogg Foundation—funded review by Russon & Reinelt
(2004) of 55 leadership development programs found that few programs have an
explicit program theory (or theory of change) explaining how and why a set of
activities is expected to lead to outcomes and impacts, whilst the evaluation type
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and scope were often constrained by the funding organization’s requirement for
immediate feedback. We address evaluation measures more fully in Chapter 8.

This chapter has offered change leadership and organization development
research and practice professionals a rationale, framework, measures and way for-
ward (including detail of what a transformational leadership culture looks like in
terms of change leadership action or inaction) for change leaders who wish to cre-
ate their own leadership culture and then discuss its likely impact on their work-
place culture(s), within the context of change. We now build on this in Chapter 6 by
turning our attention to the life-long learning and development of change leaders,
including the identification of specific, research derived, change leadership capa-
bilities, types of development process and related activities.
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The Evolution of
a Change Leader

9 J19)deydH

If a man will begin with certainties, he shall end in doubts; but if he will be
content to begin with doubts, he shall end in certainties.

Francis Bacon (1561-1626), Essays of Great Place

I Introduction

The year 2009 is the 150th anniversary of On the Origin of the Species by Charles
Darwin. Just as in species evolution, becoming an effective change leader takes
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time and requires changes within the leader themselves, making them ever more
adaptable to the shifting environments within which they operate. In this chapter we
look at the nature of the change leader’s learning journey and provide examples of
development focus which reflect this by:

1. Considering the business contexts within which change leaders learn.
2. Commenting on the nature of the learning process and developmental stages.

3. Identifying the 10 dynamic capabilities for change leaders to develop over time.

I The context for learning

Learning to become a change leader is itself a change journey. Shaped by what
work, formal/informal learning and life throws their way, it is the conscious reflec-
tion on personal responses to these episodes, which provides the core ingredients of
judgment; subsequently used as a guide for selecting the most appropriate leader-
ship actions, when faced with ever-changing circumstances.

The main focus of change leaders, as opposed to change managers, and ultimately
the end game for the journey of change leadership development itself, is to solve
what Grint calls ‘wicked problems’ (Grint, 2005). At a time when the sustainability
of financially driven market capitalism and the nature of the leadership accompanying
it, which seeks continuous economic growth and short-term shareholder value gains,
is being challenged for the first time in living memory, ‘wickedness’ in all its guises
stares back at us through the crestfallen faces of much glamorized turnaround CEO’s.
However, as Grint explains, wicked problems have no simple solution because they:

1. Are novel (responding to vu jade rather than déja vu — which managers can deal
with).
2. Have no stopping rule and thus no definition of success.

3. May be intransigent in nature such that we have to learn to live with them (some
problems are so complex that you have to be highly intelligent and well informed
just to be undecided about them).

4. Are often embedded in other problems where a proposed solution often generates
another problem.

Have no right or wrong solutions, merely better or worse developments.
Often include stakeholders who may have a different approach and understanding.
Involve developing understanding through construction of the ‘solution’.

Mean securing collective consent rather than providing the ‘right” answer.

Suggest collaborative, non-authoritarian processes are more suitable.
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10. Are problems for leadership not management — where the leadership role is to
ask the appropriate questions to address the wicked problem (see the 10 criti-
cal capabilities described later on in this chapter).

Grint (2005) notes the irony is that while leadership (through questioning and
reflection) may be the most appropriate way of coping with intractable problems,
this is often perceived as indecisive or weak by others, although the only real need
for ‘command’ authoritarian-type decision making comes when there is an immedi-
ate and critical crisis to be resolved. After all, as we discussed in Chapter 4, leader’s
values, beliefs and mindsets, and the anticipated perceptions of followers, clearly
influence their behavior, judgments and choices of action (Aitken, 2004). Case
studies of transformational change have identified a number of challenges related to
the context:

B Divisions and boundaries: the presence of internal barriers and silos

B Complexity: the number of stakeholders and interested parties proliferates as
areas of business become more inter-dependent for success

B Low expectations: large-scale change can be more energizing than incessant
incremental change causing weariness

B Approach as important than end goal: employees having an opportunity to shape
the how of change

B Pilots work: for example Tesco’s ‘living service programme’ trial which
engaged employees before larger implementation

B Speed is of the essence: bring parties together early to hammer out agreements,
orchestrate activity and relay quick wins

B One size doesn’t fit all: each operating unit may require a different approach
related to its fitness for purpose past and future culture

The answer to the question what works best then is ‘it depends’, because rais-
ing conscious and effective change leaders requires developing flexibility in leader-
ship style and activity to match the prevailing business conditions and culture; past,
current and desired. An adaptation of the work by Goleman, Boyatzis, and McKee
(2004) on different types of emotional intelligence required for a variety of leader-
ship scenarios illustrates this well in Table 6.1.

Another similar example of matching change leaders to what the business needs to
do next to thrive provided by Stace & Dunphy (2001) suggests: ‘Coaches’ are required
for developmental transitions, ‘Captains’ work best with task-focused transitions,
‘Charismatics’ are well placed to deal with transformations and ‘Commanders’ suit
turnarounds. As we already know, Higgs and Rowland (2005) discovered that in all
change leadership instances, use of top—down positional power by leaders was shown
to impair attempts to change the business. In high-magnitude whole system change,
‘Emergent’ combined with ‘Framing Change’ leadership behavior is the most effective,



Table 6.1 Leadership styles and their situational impact

Coercive/ Authoritative/ Affiliative Democratic Pacesetting Coaching
Commanding Visionary

The leader’s Demands Mobilizes Creates harmony Forges consensus Sets high standards Develops people
modus immediate people and builds through for performance for the future
operandi compliance toward a emotional participation

vision bonds

The style in a ‘Do what | tell ‘Come with ‘People come ‘What do you ‘Do as | do, now.’ ‘I believe in you’
phrase you’ me’ first’ think?’

Underlying Drive to Self- Empathy, building Collaboration, Conscientiousness Conscientiousness
emotional achieve, confidence, relationships, team drive to achieve drive to achieve
intelligence initiative, empathy, communication leadership, initiative initiative
competencies self-control change communication

catalyst

When the style In a crisis, to When changes To heal rifts in To build buy-in To get quick results To help an

works best kick start a require a new a team or to or consensus, from a highly employee
turnaround, vision, or motivate people or to get input motivated and improve
or with when a clear during stressful from valuable competent team performance or
problem direction is circumstances employees develop long-
employees needed term strengths

Overall impact Negative if Most strongly Positive Positive if the Negative if Positive in all
on emotional it strays positive consensus prolonged circumstances
climate beyond the seeking is

immediate genuine

crisis
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as is the latter in short-term change horizons (implementation within 12 months). In
longer-term initiatives (more than 18 months) a ‘Master’ approach combined with
‘Creating Capacity’ emerged as the best strategy, reinforcing the idea that leaders
should not attempt to go it alone. Follow-up research discovered that a combination of
the factors described below explained nearly 50% of the variance in change success.
Change conditions exist in three diverse rich spheres: the inner world of the
change leader; their organization’s stage of development, particularly its people and
culture; and the wider community (local and global) in which the leader, their peo-
ple and organization operate. This suggests evolving flexi-change leaders should be
exposed to development events that enable them to become wise about the connec-
tions between themselves, business, society and the world, having learnt first from
their personal handling of peculiar, local and simple change instances. To make this
development goal realistic, manageable and less overwhelming for a single leader,
the change leadership behaviors already identified by Higgs and Rowland (2005) are
worth developing, i.e. they have proven potential to increase the chance of success-
ful change implementation. These are the ability to conceptualize and communicate a
macro change framework, rather than a detailed project plan, called ‘Framing’, and a
leader’s inclination, wherewithal and skills for ‘Creating Capacity’ for change respon-
siveness in the business system, focused on nurturing others individual and collective
capabilities, alongside making and communicating connections across stakeholders.
At this juncture, although we should recognize the influence leadership power has
on strategic change through making change happen, it is more useful to conceive this
as ‘power to’ rather than ‘power over’, since the former highlights the productive side
of power that allows leaders to achieve outcomes working together with their fol-
lowers. Extreme use of ‘power over’ is often found in narcissistic leaders (who are
pseudo-transformational) as recognized using the following criteria:

Sense of grandiosity and self-importance

Fantasizes about being great

Believes they are special, only understood by special people
Demands constant admiration

Feel that things are their due and automatic acceptance guaranteed
Is exploitative and ignores the rights of others

Lacks empathy and does not see others needs

Often envies others and thinks others envy them

NS TR W NS

Subject to strong feelings of anger, shame, humiliation and emptiness

-
b

Won'’t recognize any of the above and therefore has zero self-awareness.

The opposite of narcissistic leadership is ‘servant leadership’, the type of leader-
ship to work toward developing given three essential attributes for well-functioning
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organizations are contained within it; the ability to forge trust, appreciating others
and becoming comfortable with empowerment. Too much ‘charisma’ becomes the
undoing of leaders, making them inflexible, convinced of their own infallibility and
unwilling to change. As Stacy (1993) summarized, the link between power and the
way in which it is used provide very important boundaries around the group learn-
ing process from which new strategic directions emerge. The application of power
in particular forms has fairly predictable consequences for group dynamics. Where
power is applied as force and consented to out of fear, the group dynamic will be
one of submission, or where such power is not consented to, the group dynamic
will be one of rebellion, either covert or overt. Power may be applied as authority
and the predictable group dynamic here is one in which members of the group sus-
pend their critical faculties and accept instructions from those above them. Groups
in states of submission, rebellion or conformity are incapable of complex learning;
i.e. the development of new perspectives and new mental models, required for effec-
tive change leadership.

I The learning process and developmental stages

Living consciously is a state of being mentally active rather than passive. It is
the ability to look at the world through fresh eyes. It is intelligence taking joy
in its own function. Living consciously is seeking to be aware of everything
that bears on our interests, actions, values, purposes and goals. It is the will-
ingness to confront facts, pleasant or unpleasant. It is the desire to discover
our mistakes and correct them. It is the quest to keep expanding our awareness
and understanding, both of the world external to self and of the world within
Branden (1999)

This quote suggests leaders consider their own and others human condition,
values, intent and modus operandi as a first port of call when confronting change.
Unfortunately, only when you interview leaders about the influences on their lead-
ership learning, do they discover that their understanding of leadership has been
shaped by causes they were not previously conscious of (Kempster, 2006; McCall,
Lombardo, & Morrison, 1988; McCauley & Brutus, 1998). For a development model
of ‘Becoming’ a change conscious leader see Kempster (2006, p.16). From inter-
views, five ways of enhancing and accelerating leadership development were discov-
ered, almost entirely based on observational and opportunistic learning, as opposed
to formal development through pre-arranged interventions:

1. Impact of watching notable leaders, and critical episodes where they are vali-
dated as a leader by these significant people in confronting a difficult, emotion-
ally charged, confrontational leadership situation.
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2. Securing self-identity as a leader, through successful transitions from being a
professional contributor and/or by building a strong sense of conviction of what
leadership entails by observing role models.

3. First-hand experience of the use/misuse of power over people that remains
memorable.

4. Daily interactions with and active participation in acts of leadership and ‘fol-
lowership’, with an increasingly diverse range of people and more complex
tasks and decisions.

5. Facilitated reflection on the lived experience of self and others as leaders.

All of the above speaks to “The Discipline of Building Character’ (Badarraco,
1998). As Badarraco (1998) explains, all of us have experienced situations where
our professional responsibilities unexpectedly come into conflict with our deep-
est values, e.g. a budget crisis forces us to dismiss a loyal, hardworking employee.
Here we often have conflict between right and right and it is through these defining
moments that we learn how managers become leaders by translating their personal
values into calculated action, where self-enquiry must lead to shrewd, persuasive and
self-confident action, when managers need to determine if their ethical vision will be
supported by their colleagues and employees, which is then negotiated with share-
holders and customers; and ultimately where astute executives can use these defining
moments as an opportunity to redefine their company’s role in society. The develop-
ment path is to continually explore the “Who’ questions; ‘Who am I?* as an individ-
ual executive, ‘Who are we?” as leaders of followers and “Who is the company?’ as
a leadership representative of the enterprise. This is developed in the following table
and can be actioned using the PBV dialogue explained in chapter 4.

Who am I?

Who are we?

Who is the company?

What feelings and
intuitions are
coming into conflict
here?

Which of the values
that are in conflict
are most deeply
rooted in me?

What are the other
strong, persuasive
interpretations of
the ethics of this
situation?

What point of view
is most likely to
win a contest of
interpretations inside
my organization
and influence the
thinking of other

Have | done all I can
to consider and
secure my leadership
position and the
strength of my
organization given
the chosen direction?

Have | thought
creatively and
boldly about my
organizations role
in society and its
relationship to
shareholders?

(Continued)
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Who am I? Who are we? Who is the company?
What combination Have | orchestrated What combination of
of expediency and a process that can shrewdness, creativity
shrewdness, coupled manifest the values and tenacity will help
with imagination that are held within me transform my
and boldness will my organization? vision into reality?
help me implement
my personal
understanding of
what is right?

If this is the case, then more reflection-enhancing processes like coaching and
mentoring, provided at the early phases of growth as a change leader, may prove
beneficial in increasing the change capability of leaders and hence their attunement
to leadership learning as they grow. This may also encourage a shift in taking more
self-responsibility for personal development goals and outcomes. In the life cycle
of a change leader this becomes especially poignant at the ‘midlife crisis’ juncture
(Webb, 2006), where executive career derailment can occur from internal conflict
caused by the search for a more authentic self. We look at this in more detail later.
Here, the coaching process can alert leaders to their own and others deeper sense of
meaning in life by exploring the executive’s view of their environment, behavior,
values, character formation and personal narrative.

Taking the idea of coaching one stage further, leaders might also coach others
to help them sustain their own growth and effectiveness in demanding times. The
demanding nature of change leadership can lead to psycho-physiological dam-
age which can be ameliorated through experiencing the compassion generated by
developing other people (Boyatzis, Smith, & Blaize, 2006). As can the positive psy-
chology approach of playing to the strengths of the leader, where a strength can
be defined as ‘a natural capacity for behaving, thinking or feeling in a way that
allows optimal functioning and performance in the pursuit of valued outcomes’
(Linley & Harrington, 2006), who list character strengths which are clearly appli-
cable for developing post-capitalist change leaders, under the headings; ‘Wisdom &
Knowledge’ (cognitive strengths that entail the acquisition and use of knowledge),
‘Courage’ (emotional strengths that involve the exercise of the will to accomplish
goals), ‘Humanity’ (interpersonal strengths that involve tending and befriending
others), ‘Justice’ (civic strengths that underlie healthy community life), “Temperance’
(strengths that protect against excess) and ‘Transcendence’ (strengths that forge
connections to the larger universe and provide meaning).
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To allow any of the above to happen change leaders must first of all be able to
overcome blocks to their own learning (adapted from Boydell & Temporel, 1981)
such as: PERCEPTUAL - not seeing a problem that exists, CULTURAL - the way
things are here prevents me, EMOTIONAL - fear or insecurity about exploring new
ground, MOTIVATIONAL - no drive to do anything different, COGNITIVE - out-
moded mental models of how the world is, INTELLECTUAL - capacity to acquire
new understanding, EXPRESSIVE & ABSORBATIVE - communication capability,
SITUATIONAL - lack of appropriate opportunity to grow, PHYSICAL — inadequate
time or facility and LOCAL CONDITIONS - insufficient support for transfer and
application of learning to the business. A diagnostic is available to measure the lat-
ter (see Concordia’s LTE in Chapter 8). As Argyris (1993) and Revans (1982) note,
an effective leading—learning experience should include a real problem that requires
solution generation and implementation of the selected solution, a description of the
problem that includes actual or proposed conversations from those for whom the
problem matters, and an accompanying scenario of the espoused theories and theo-
ries in action, including thoughts and feelings that are not normally discussed.

Turning to developmental stages, two classic works by Jaques (1989) and Bennis
(2004) provide change leadership role complexity and personal growth windows
respectively. Their propositions have been adapted and summarized in Table 6.2.
These are useful for change leaders who want to identify where they are on their devel-
opmental journey and what to pay attention to at each stage. Of course, they could
also be used to assess the strike rate of change leadership development initiatives.
Indicative stages of the leadership development ‘pipeline’ focus are also included.

Whilst it is useful to be able to predict how a change leader’s journey may map
out, Porter, Lorsch and Nohria (2004) remind us of potential learning surprises for
the first time senior executive brought in to instigate change:

1. You can’t run the company — too engrossed in many tactical meetings to use
your change leadership time wisely.

2. Giving orders is very costly — everyone consults you before acting or uses you
as an indirect endorsement.

3. Itis hard to know what is really going on — you learn about events after the fact
and dissent comes to you indirectly.

4. You are always sending a signal — stories about you become magnified and peo-
ple act by trying to anticipate your mood, interests and priorities.

5. You are not the boss — board and executive respective roles and responsibilities
are rarely transparent, consistent and clear.

6. Pleasing shareholders is not the goal — analysts who don’t understand the busi-
ness push for high-risk strategies, and management incentives become distorted
when share price moves up, but not down.



Table 6.2 Change leadership role complexity and personal growth windows

Jaques - Transitions to leadership

Bennis — Seven ages of the leader

1st transition

B Hands on

B Observe, monitor and record events
B Adhere to defined procedures

B Report anomalies

Role — react to and eliminate variation
in day-to-day operations

Performance evaluated using task
measures

2nd transition

Diagnose observations
Draw conclusions
Examine trends

Identify potential problems
and obstacles

Improve and implement
Eliminate common cause
variation

The Infant Executive — recruit a team of guides/mentors who will support
you as you grow
Pipeline Focus: meeting professional standards and on technical skill

The Schoolboy, with Shining face — your image, words and deeds in both
your work and personal life will be scrutinized for the first time — obtain
an accurate picture of the gap between your identity (who you think you
are) and your developing reputation (how others perceive and judge you)

Pipeline Focus: getting work done through others and helping others
perform effectively

The Lover, with a Woeful Ballad — you begin to separate from your peer
pack, now sometimes managing or even removing former colleagues. You
learn what to pay attention to as the problems come across your path and
how to delegate effectively so you can move from working in to working
on the business

Pipeline Focus: identifying and supporting people to become managers
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Role — continually monitor progress

Performance evaluated using process
measures

3rd transition

Build paths from existing to future
state

Design processes to achieve the
required system dynamic

Use direct judgment and analysis
Pre-plan alternate paths and
minimize impact of variations

Role — operate processes that achieve
the required system dynamic

Performance evaluated using output
measures

4th transition

Design and integrate dynamic
systems to deliver value
Co-ordinate several pathways, their
parallel processes and interactions
Balance resource needs, trade off
tasks to achieve future states

The Bearded Soldier — comfort in the leadership role brings confidence and
conviction and followers may begin to act on your every word, becoming
reluctant to challenge and possibly not tell what needs to be heard. Check
your ego and become wiling to hire people who are more talented than
you

Pipeline Focus: blending function and business strategy and penetrating
other managers to understand what is going on at grass roots to develop
managers own performance tracking

The General, Full of Wise Saws — allow people to speak the truth and
listen to their stories. Here your mandate will be to bring about change
and your actions will be judged on their potential impact on long-term
fortunes. However, you need to understand the mood and the motivations
of your people before acting; to understand history, current context and
gain support. Only then move to focus all stakeholders on what is truly
important going forward

Pipeline Focus: integrating disciplines and function strategy and developing
across business leaders

(Continued)

1apea] aduey) e jo uonnjorj ayj 9 1a3dey)

6¢C1



Table 6.2 Continued

Jaques — Transitions to leadership

Bennis — Seven ages of the leader

Role — operate a system of value delivery
with the required dynamics
Performance evaluated using outcome
measures

Final transition

B Envision future states

B Sense and integrate interconnections
between factors in the organization
and its environment — adjusting as
needs must

B Identify the value the organization
delivers to its customers and
stakeholders

Role — deliver value through strategy
Performance evaluated using value
measures

The Statesman, with Spectacles on Nose — the values drivers of early
ambition and the navigation of the politics which often accompany
advancement are put aside, with wisdom provided through interim
‘mentoring’ roles with the organization, sector or future leaders

Pipeline Focus: coaching future CEO'’s

The Sage, Second Childishness — when you mentor your achievements will
not be lost. Instead you're leaving a legacy for future generations. Others
watch your adaptive capacity to respond to personal changes in your own
life. They learn from your ability to use your past experience and future
curiosity to make nimble decisions that continue to bring success

Pipeline Focus: coaching future board chairs and directors
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7. You are only still human — the company is in danger of becoming too much
about you and vice versa whilst gaps widen between your and other’s rewards.

So, given what we know from our review of change leader’s capabilities, we have
identified what we think would be the top 10 capabilities to invest in over the life
span of becoming an effective change leader. We offer these up as research proven
‘dynamic capabilities’ (Ambrosini & Bowman, 2009; Ambrosini, Bowman, &
Collier, 2009) which, when blended together, underpin effective change leadership.

I Ten dynamic capabilities for change leaders

In times of change, the learners will inherit the Earth while those attached to
their old certainties will find themselves beautifully equipped to deal with a
world that no longer exists.

Eric Hoffer (in Kofiman, 2006)

It is important to have a capability-based approach to developing change leader-
ship talent and there is a good business reason for doing so. Results of a McKinsey
study (in Workman & Duncan, 2006) indicate that companies scoring in the top quin-
tile of talent-management practices outperform their industry mean return to share-
holders by 22%. Moreover, the classic study by Collins and Porras (2005) revealed
from 1700 years of combined history in visionary companies that were ‘built to last’
only four individual cases of an outsider coming directly into the role of CEO; it was
the continuity of the quality of the internal leadership talent pipeline that made the
difference through preserving the ‘core’. Below we offer our ten capabilities for the
change leader’s development portfolio.

These can be developed through embarking on a series of challenging job assign-
ments which present diversity, adversity, variety and intensity, as recommended by
Workman and Duncan (2006). The latter suggest self-managed development against
a clear backcloth of what constitutes evidence of success with interventions across
three areas; establishing a work experience sequence that combines five major
development opportunities (starting something from scratch, fixit or turnaround,
project/task forces, change in scope and scale, and line/support switch); helping
managers confront the psychological transitions required by job and level changes;
and providing evidence of personal leadership impact on others and events to help
managers deepen their learning.

Indeed, expanding self-awareness is crucial to growth such that low self-awareness
accuracy is found to be part of a more general inability to correctly gauge the reac-
tions and feelings of others, often resulting from a failure to actively seek feed-
back leading to an inability to adapt or modify behavior and failure to learn from
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experience (particularly problematic in a rapidly changing environment); whereas
high self-awareness produces high self-monitoring and higher role functioning job
retention, and managers who are assessed by others are seen as more tolerant, patient,
co-operative and trusting (Fletcher, 1997). Accurate and informed self-awareness
therefore is the essential base ingredient for all the other capabilities outlined below.
We have already highlighted the importance of accessing personal values in Chapter
4. We expand on how self-awareness could be developed in our coverage of the emo-
tional intelligence capability, included as one of our ten capabilities described below.

CaPABILITY T — DevELOP MINDFULNESS, USING THREE CAPACITIES FOR
LeADERSHIP OF CHANGE DECISION MAKING

The rhetoric of management requires managers to pretend that things are
clear and that everything is straightforward. Often (they) know that manage-
rial life is more ambiguous and contradictory than that but they can’t say it.
They see their role as relieving people of ambiguities and uncertainties.
Coutu (2006)

Three ‘thinking’ capacities (adapted from McKenzie et al., 2007), frequently
under-represented in development experiences, would help overcome the debilitat-
ing position implicit in the quote above.

Capacity one — wait and see

Delaying sense-making and postponing framing the problem would increase flex-
ibility in the interpretation of events, which usually continue to evolve. This discour-
ages closure on understanding ill-defined problems, caused by reverting to frames of
thinking that have worked before in similar, but not the same, circumstances.

Capacity two — keep an open mind

Forestalling closure on interpreting what the event means allows multiple options
to be developed for the variety of conditions the problem generates. Dialogue about
multiple meanings helps create a shared understanding of the complexity and can
lead to joined-up thinking for systemic implementation.

Capacity three — be comfortable with contradictions

Holding on to several meanings at once creates tension, but this in turn can lead
to overarching solutions which can satisfy multiple stakeholders and thus facilitate
implementation.

Inquiry requires a genuine willingness to hold an open mind, to question and
challenge in order to build understanding. In addition it is the ability to accept that
you as a leader are not the expert. Someone in your team may indeed have a better
insight into a problem or challenge than you do. The ability to inquire is an impor-
tant capability that can support a leader’s attempts to make sense of the challenges
that face them in implementing change in their part of the organization.
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CAPABILITY 2 — Access BROADBAND ‘CAPABILITY’ FROM ACROSS THE
LEADERSHIP MEMBERSHIP

Studies of change leaders (Mant, 1999) indicate they were all ‘bright’ (logical
thought, clearly expressed), but also had a feel for materials, movement, people
and the physical world (often incorporating most of Gardner’s repertoire of seven
‘intelligences’ — linguistic, logical, spatial, musical, kinesthetic, interpersonal and
intrapersonal; Gardner (1993)).

Having access to these within a leadership team yields four advantages; ‘versatility’
(connections between ideas, people, events, etc. are made easier because of access to
every possible way of thinking or doing — as Jacob Bronowski said: ‘Every act of imagi-
nation is the discovery of likenesses between two things which we thought unlike’),
‘social light-footedness’ (can relate to all kinds of people and understand what they are
trying to say and contribute, leading to an ability to differentially motivate — of consid-
erable value in multi-disciplinary and international contexts), ‘systems awareness’ (the
intellectual firepower to consider simultaneously the prevailing conditions and options
for, and impacts, trade-offs and consequences of, acting in a particular way — or rapid
judgment when you don’t, or can’t, know what to do) and ‘dilemma resolution’ (conflicts
within a person created by concerns about opposing internal drives — treat as interper-
sonal conflicts by giving each concern its own voice, presenting its arguments, inquiring
into the other’s argument and engaging in dialogue; once all the parts have had their say,
deeper interests will be revealed and a solution can be sought to serve every part).

A team of all the talents is worth building because it enables three things: the
ability to make joint and considered decisions about across-organization challenges
and together see them through to resolution, the management of complex opera-
tions, issues and strategies seamlessly, and role modeling collaborative behaviors
leaders want others to emulate, which we covered in depth in Chapter 5. The broader
and deeper the leadership cohort within a business the greater the breadth of
‘improvement change’ insights generated and the stronger the leadership voice, thus
reducing the possibility that purpose and direction becomes lost in translation as the
business grows and becomes more dispersed.

CarPABILITY 3 — BECOME A CO-CREATOR OF A LEARNING CULTURE

Do you send any of the following leadership learning blocking signals to your
workplace? (Kofman, 2006):

B Keep others informed, but hide mistakes.

B Tell the truth, but don’t bring bad news.

M Take risks, but don’t fail.

B Beat everybody else, but make it look as if nobody lost.
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Be creative, but don’t deviate from the rules.

Ask questions, but never admit ignorance.

Be a team player, but what really matters is your individual performance.

Express your independent ideas, but don’t contradict your boss.
Promise only what you can do, but never say ‘no’ to your boss’s requests.
Think about the global system, but you’d better optimize your own sub-system.

Think long term, but you’d better deliver immediate results.

Follow all these rules, but act as if none of them exist.

Learning is concerned with why and how we change and the facilitation of learn-
ing among all members of a business for continuous transformation. De Geus
(1997, p.63), from his work within Shell, advocates ‘learning to play and playing
to learn’ as a way to enhance the speed, openness, inventiveness and courage of
decision makers, i.e. learning how to change and becoming capable of making the
decision to change. This involves acquiring learning processes, as well as know-
ing how to establish preconditions for learning, summarized in the following table
(Frey, 2008), should you want to know more.

Approaches to studying organizational learning and learning organizations

Learning process

Preconditions for learning
(favorable learning context)

Individual level

Organizational
level

B Argyris and Schon
1978 (shifting
theories-in-use)

B Coopey 1995
(political process)

B Dewey 1933
(interrelated
processes)

B Kolb 1984 (cyclic
learning)

B Nonaka 1994 (spiral)

B Senge 1997 (ladder)

B Dixon 1994 (cyclical
collective learning)

B Dunphy etal., 1997
(creation of corporate
competencies)

B Argyris 1990 (removal
of defenses)

B Senge 1990a (trust in
leader)

B Starkey 1996 (removal
of barriers)

B Fiol and Lyles 1985 (four
contextual factors)

B Garvin 1993 (giving
time, developing skills,
opening up boundaries)

(Continued)
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Learning process Preconditions for learning
(favorable learning context)

B Dutton and Duncan B McGill, Slocum and Lei
1981 (development of 1993 (several supportive
knowledge about the factors)
action—-outcome of B Nevis, DiBella and
relations) Gould 1995 (10

B Fiol and Lyles 1985 facilitating factors)
(development of B Pedleretal., 1991 (11
insights, knowledge structural characteristics)
and association) B Senge 1990a (five main

B Hedberg 1981 disciplines)
(development of new B Tannenbaum 1997 (12
norms and mental learning environment
maps) factors)

B Nystrom and Starbuck
1984 (unlearning)

B Stata 1989 (shared
learning processes of
individuals)

B Change management
scholars like Pettigrew
1985 and Tichy 1983
(OD process toward
new organizational
culture)

Source: Adapted from Lahteenmaki, Tovonen, and Mattila, 2001, p. 115. Note: Full reference
details listed in the table can be sourced in Frey (2008).

And different forms of learning can also facilitate the holy grail of full employee
engagement with organizational change (Hersovitch & Meyer, 2002). They found
training, participation, reciprocation and empowerment increased involvement,
value identification and learning capacity for change. Examples of successful
change efforts in organizations which included the above were captured by Pascale,
Millemann, and Gioja (1997).

CAPABILITY 4 — FUTURE SENSE-MAKING COMBINED WITH STRATEGIC
THINKING

This requires being able to recognize, understand and address what is going on
within the whole system in which change leaders operate. In essence, the ability
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to recognize those specific events that need to be addressed may well be a part of
a broader pattern. However, all too often, responding to events and even patterns
fails to solve problems. Leaders need to be able to dig deeper and understand that
behaviors that result in problematic outcomes may be the result of the structures
that underpin their area of operation. For example, leaders responsible for a sales
force need to understand the structures that underpin the behaviors of the sales peo-
ple (e.g. reward structures, reporting, recruitment, relation and induction processes,
and sales management structures). However, in order to achieve real change it is
important that leaders are able to identify the assumptions and mindsets that under-
pin and feed in to these structures. For the sales example above these assumptions
may relate to beliefs about the motivational drivers, commitment and work ethic of
individuals who work in sales.

Sense-making is about the capability to see what is happening on the surface and
to understand what is causing this to happen before attempting to solve a problem
or bring about change. Most change processes don’t generate the depth of under-
standing and awareness for sustaining change in very demanding contexts, where
different people need to align in complex settings with shifting conditions (Pye,
2005). Theory U (Senge, Scharmer, Jaworski, and Flower, 2006) distinguishes dif-
ferent depths of perceiving reality allied to different levels of action. Essentially
learning to sense-make involves three elements; ‘observe, observe, observe’ (sense
becoming one with the world), ‘retreat and reflect’ (allow presence for inner knowl-
edge to emerge) and ‘realize’ (act swiftly with a natural flow), alongside developing
six capacities: suspending, re-directing, letting go and letting come (presencing),
crystallizing, prototyping and institutionalizing. Reading widely, joining future
analyst clubs and accessing related websites will also promote this capability and,
in line with our focus on change leadership in the post-financial crash era, books
such as those by Avery (2005) and Dixon (2007) will considerably enhance system
awareness. It is essential for a change leader to have a clear understanding of the
business they are working in. They need to understand the core business models
and their interaction with the dynamics of the business context. This is not to say
that they have to be experts. It is more about the ability to see their role and how the
changes they make relate to the business strategy and to understand why this strat-
egy is being pursued. An excellent resource for developing strategic thinking is De
Kluyver (2000).

CAPABILITY 5 — DEVELOP ‘TOTAL’ LEADERSHIP

To be an effective leader of change requires attunement and application to all facets
of life where leadership is released (Friedman, 2006). Leaders at all levels require
authenticity, integrity and experimentation in parallel leadership at work, family life,
community engagement and most importantly their own personal growth. According
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to Higgs (2003), unique, authentic, high-performing leadership role models (‘being
yourself with skill’) can bring about business change by changing the hearts and
minds of stakeholders and customers, whose new, ‘sustainability’ informed values
will demand a different vision of business and measures of its success. The change
leadership role will increasingly focus on how to equip yourself and other leaders
with the internal and external antennae, wherewithal, mindset, powers of persua-
sion and application to face up to, balance and sometimes rework the competing
local—global business realities and self, business and societal values, as we outlined
in Chapter 4.

‘Authentic’ leadership is behaving in alignment with one’s deep-seated personal
values. Acting otherwise can be done either unconsciously (self-betrayal) or con-
sciously (disrespect for truth). Whilst early life and current circumstance clearly
affect the presence and expression of authenticity, the likely development path is
through raised self-awareness, facilitated self-regulation via coaching and habit
breaking/formation. A classic example of a breakdown in business authenticity is
claiming to support teamwork, whilst having all rewards and recognitions attached
to individual contributions, especially when it is mainly channeled through the sal-
ary of the CEO. Becoming confident in setting an example for others to follow
requires reflection and brave, ego-free conversation with your leadership colleagues,
on how, as collective leaders, you will enact your truth together.

At the heart of leadership we are dealing with the dilemmas and choices created
by potential breakdowns in three forms of alignment.

B First, considering yourself in your own particular business context, translating
your analysis of the situation (Thinking) into an appropriate strategy, your per-
sonal values into workplace culture through role modeling (Being), and your
(and others’) capabilities (Acting) into how best to run the organization. We
return to this in Chapter 10.

B Second, making judgments about final selection from the range of leadership
action options available to you, from the mixture of what you think is the best
way forward, with what you feel and believe is right and proper, and what you
(and others) can actually do. Here we can contrast ‘authentic’ leadership — a
creative response to the paradox between being ‘true to oneself’ and ‘true to the
organization’, where personal convictions and organizational goals are attuned;
with ‘defiant leadership’, which is true to the individual but unresponsive to
the organization, ‘compliant leadership’, where the leader suppresses their own
imperatives by doing what they are told and ‘pseudo-leadership’, pretending to
act for the organization whilst only fulfilling personal desires.

B Third, in so doing, remaining acutely aware that what you believe you represent
to the world (your identity) is matched by what others see you demonstrate (your
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reputation). Note that the opportunities for misalignment are multiplied when
making decisions in Board and senior executive teams, explaining why deep dia-
logue about ‘walking the talk’ is essential in these interactions (see Chapter 5).

Why do we need ‘total’ leadership now?

B Labor market dynamics and competitive pressures are forcing a war for change
leader talent.

B Workforce values are changing — the prospect of leading a full life and mean-
ingful work is much sought after by talented people.

B As organizations become less hierarchical and status driven, developing local
and global distributed leadership by seeking and connecting leadership from
any walk of life is a competitive advantage.

B Alliances and partnerships need to tap into diverse informal leadership.

B Credibility in the wake of media magnified management scandals demands
scrupulous attention to the way leaders live.

B Impacts of family and personal care responsibilities need to be built into leader-
ship thinking.

B Care for the world in general is generating significant interest in how leaders
contribute to sustainability across all dimensions of self, business and society
(see Chapters 4 and 5).

CAPABILITY 6 — DEVELOP “TRANSCULTURAL” COMPETENCE

Before outlining what constitutes ‘transcultural’ competence, it is crucial for change
leaders to consider three possible mindsets of how culture might be perceived (Peck,
Towell, & Gulliver, 2001). The commonest, but least realistic, approach in the corpo-
rate world is ‘integration” where cultural change entails an organization-wide attempt
to shift attitudes or beliefs toward a common view, usually manipulated by senior
managers. ‘Differentiation’ on the other hand emphasizes that culture is invariably
made up of a collection of values and beliefs, some of which may be contradictory
and held by identifiable and disparate sub-cultures. Here, cultural change will be
localized and incremental and will be influenced by a range of internal and exter-
nal factors. Finally, ‘Ambiguity’ recognizes that individuals may share some views
of the world, disagree about some and are ignorant and indifferent to others. Using
this view culture is continually changing as the interpretations form and reform.
A change leader must therefore learn to work with a diversity of cultural forms even
as they search for and move beyond producing an organizational credo which attempts
to unite. A critical change leader’s personal value is to ‘value values diversity’ and
this is required even more when leaders work in international contexts.
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Indeed, Trompennars and Hampden-Turner (2002) identified seven dimensions
of potential national culture difference which change leaders should be aware of.

They are:

Rule making (universalism)

Self-interest and personal
fulfillment (individualism)

Preference for precise, singular
‘hard’ standards (specificity)

Emotions inhibited (neutral)

Status earned through success and
track record (achievement)

Control and effective direction
from within (inner-directed)

Time conceived of as a ‘race’ with
passing increments (sequential)

Exception finding (particularism)

Group interest and social concern
(communitarianism)

Preference for pervasive, patterned
‘soft’ processes (diffusion)

Emotions expressed (affective)

Status ascribed to person’s potential,
e.g. age, family, education
(ascription)

Control and effective direction from
outside (outer-directed)

Time conceived of as a ‘dance’ with
circular iterations (synchronous)

Change leaders who make change appealing to the prevailing ends of the con-
tinuum are more likely to gain traction for the change. In terms of specific compe-
tencies to develop over time Schneider and Barsoux (2003) differentiate between
competencies for managing differences abroad or at home.

Operating abroad (as expatriates)

Interpersonal (relationship) skills

Linguistic ability

Cultural curiosity

Tolerance for uncertainty and
ambiguity

Flexibility

Patience and respect

Cultural empathy

Strong sense of self (or ego strength)

Sense of humor

Operating from home (as
internationalists)

Understand business
inter-dependencies

Respond to multiple cultures
simultaneously

Recognize the influence of culture
‘at home’

Be willing to share power
Demonstrate cognitive complexity
Adopt a ‘cultural-general” approach

Rapidly learn and unlearn
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However, the concept of a global mindset incorporates an assumption that such
knowledge and relationships are dynamic, and the cognitive, behavioral and emotional
structures organizing them must evolve alongside the changes taking place in the pecu-
liar cultures, in order to maintain and improve global business effectiveness. For an
excellent exposition of the cultural roots of different forms of leadership, viewed as
inter-relationship diagrams with followers, see Lewis (2007). To test your current level
of ‘cultural intelligence’ obtain the questionnaire from Earley and Mosakowski (2004).

CarABILITY 7 — DevELOP 1:1 RELATIONAL SkiLLs: COACHING

The importance of change leaders acquiring a coaching skills set is apparent in
the following definition. Coaching could be described as (Stewart, O’Riordan, &
Palmer, 2008)

a collaborative and egalitarian relationship between a coach, who is not nec-
essarily a domain-specific specialist, and coachee, which involves a system-
atic process that focuses on collaborative goal setting to construct solutions
and employs goal attainment processes, with the aim of fostering the on-going
self-directed learning and personal growth of the coachee.

The myriad of micro-skills which make up effective coaching practice, e.g. building
rapport, active listening, reflective attention (or mindfulness), interpersonal sensitivity,
and so on, are the same subset of skills required to forge relationship and communica-
tion connections so vital for the change leader’s skillful engagement and dialogue with
willing or unwilling followers of change. For a fuller description of these communica-
tion micro-skills and how to employ them in coaching conversations see Nelson-Jones
(2003;2005). Indeed, a ‘coaching’ leadership style has been shown to be the most consis-
tently effective style for improving business climate and performance, (Goleman, 2000).

The mutuality of skill development for the parties to coaching can be viewed
through seven potential layers of deep dialogue, this depth of engagement being crit-
ical to foster change: ‘social dialogue’ (providing support, encouragement and care);
‘technical dialogue’ (meeting learning needs associated with work processes, poli-
cies and systems); ‘tactical dialogue’ (generating practical ways of dealing with work
or personal issues such as time management or dealing with recalcitrant colleagues);
‘strategic dialogue’ (putting problems, opportunities and ambitions into context and
envisioning different future states); ‘self-insight dialogue’ (reaching deeper under-
standing of values, drives, emotions, thinking processes); ‘behavioral change dia-
logue’ (melding insight, strategy and tactics into a coherent programme of personal
adaptation); and ‘integrative dialogue’ (to enable clarity on who they are, what they
contribute and how they fit in for exploring their personal place in the world as it
is and as it could become). As important is the finding that coaching can increase
individual, organizational and public service reputation leadership performance
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(Cortvriend, Harris, & Alexander, 2008). For a comprehensive and up-to-date
coverage of coaching and leadership see the International Coaching Psychology
Review, Special Issue, March 2009. For those interested in the differences between
coaching, mentoring and counseling skills see Stone (2007); and for a person-centred
coaching model and set of people guidance techniques view Egan (2002).

CAPABILITY 8 — DeveLopr 1: MANY DIALOGUE SKILLS; ACTION LEARNING,
FACILITATION AND PROCESS CONSULTING

The lived experience of leadership is that it is all about relationships and genuine
dialogue and the key is making these meaningful and productive. If leaders sur-
round themselves with sycophants dialogue is stifled and the leadership environ-
ment is likely to create destructive consent instead of constructive dissent.

It is common for organizations and leaders to use programmed or habitual knowl-
edge rather than developing the skill of revealing insights from the reality of the
world of work which is unfolding around them. So, finding the right questions to
ask, such as what are we trying to do, what is stopping us from doing it and what
can we do about it, are part of a conversation repertoire that change leaders need to
develop. ‘Action Learning’ (Revans, 1982) comprises a way of involving people in
problem solving and solution generating through work on real-time change chal-
lenges. As Revans (1980, p.226) explains, ‘the action learning process is founded
on the concept that the leader cannot change the organization unless every individ-
ual in the organization is changed in the process’. The skills and their origins are
summarized in Table 6.3 (Frey, 2008).

A change leader also needs to master the technique of facilitation (an extension of
chairperson skills) as is obvious from the role of the facilitator described in Table 6.4.

They also need to be able to recognize and deal with the defensive routines com-
monly associated with change environments, as laid out in Table 6.5.

One of the major dilemmas facing change leaders is do they lead the change all
by themselves or bring in a change consultant? One way out of this, or to identify
the right type of consultant, is to learn about process consultation. Whilst it is not
our intention to describe this in full, see Schein (1969), some extracts will demon-
strate its importance. Process consultation is defined as a set of activities on the part
of the consultant (or change leader) that helps the client organization to perceive,
understand and act upon the change process events unfolding in the change envi-
ronment. It is based on the following premises:

1. The client or client organization is hurting somehow but does not know the
source of the pain or what to do about it.

2. The same (client or client organisation) does not know what kind of help may
be available and which consultant can provide the kind of help that is needed in
the right way.



Table 6.3 Comparison of different types of action learning

Point of comparison

Scientific school

Experiential school

Critical reflection school

Framing of the encounter
by learning coach

Interventions with the team
before the team meeting

Interventions with the team
during the team meeting

Interventions with the team
and/or system after the
team meeting

Grist for the mill of
situation analysis

Reflect on steps the team
has to take and suggest
they look at gaps or
needed data

(1) No interventions

(2) Ask the manager to
join team in situation
analysis

Re-frame the problem
and consider next steps
for data collection
in light of what was
learned

Opportunity to learn
from a mistake and
grow personally in
choices and skills

Reflect on situation;
encourage action to
test understanding with
manager; plan and role
play

(1) No interventions

(2) Ask everyone to think
together about situation
so they can learn
from this

Examine behavior
and implications for
personal growth and
for understanding
system; re-frame the
problem, next steps

Focus on deep values and
beliefs in individuals and
system

Help probe organizational
assumptions; encourage
questions regarding
empowerment; plan and
role play

(1) No interventions

(2) Put difficult issues on
the table; raise questions
about system; share views

Analyze data from team
analysis of forces shaping
own behavior and
system’s culture; re-frame
problem, next steps

Source: Adapted from Marsick and O’Neill, 1999, p. 166.
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Table 6.4 The content and process of facilitation

Content

Process

Guiding agenda and
contracting

Keeping discussion
on topic

Testing for agreement

Deconstructing and
reformulating the
problem

Synthesizing — themes
and alignment

Defining success

Set up — right people and right relationships,
clarifying aim and participation roles and
responsibilities

Time keeping with objectives kept in sight,
pacing the flow

Monitoring group response, identifying and
naming communication problems, managing
conflict, equalizing participation

Clarifying and re-phrasing

Arriving at agreements and disagreements

Soliciting feedback and ownership

Table 6.5 Defensive routines in change conversations

Type of How to recognize What to do?
defensive routine?
routine
Competition/ Trying to get own B Paraphrase oppositions view
forcing ideas through, get B Why so important to get this
own way view across?
B Create room for others
B Referee dominators
Avoiding, Avoids the issue at B Broken record
diverting hand by deflecting B Recognize ‘did you realize’
attention to others feedback
(which may be B Focus on task/purpose
interesting in itself) B s this helpful to get us where
we need to go?

(Continued)



144 Part2 How to Develop Change Leadership Capability

Table 6.5 Continued

Type of
defensive
routine

How to recognize
routine?

What to do?

Confronting

Denial

Protecting
others

Going for
the easy
option

Withdrawal

Sets up situation to
produce anger,
dissent or hurt —
relies on brute
strength — does not
consider validity of
other’s view

Strong desire to
hang on to existing
world view —
down playing real
issues — avoidance
of any chance of
seeing alternatives

Attempting to stand
in for others or
speak on their
behalf

Seeking consensus
to avoid conflict,
save time or seek
an end - produces
inferior result or
watered down
solution

Taking your bat and
ball and going
home — seeking
to manipulate
the process by
manipulating how
others feel

Back to basics — seek
common ground
Don'’t get hooked into
emotion

Remain fact based
Depersonalize

Explore resistance (outside
group discussion if necessary)
What would have to change
in order for things to be
different?

Is this a valid view?

Encourage ‘I’ statements
Contract with parties
Silence

Check out with protectee

Does this meet needs/outcome?
Time out

Is this going for the easy
option to avoid conflict?
Consequences of declaring
victory too soon

What is required to reach a
more robust solution?

Identify ‘uninvolved’ early
and bring in

Explicit reflection
Original needs
Acknowledge fear/loss
Discuss impact on group

(Continued)
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Table 6.5 Continued

Type of How to recognize What to do?
defensive routine?
routine
Court jester Joking or acting the B Utilise group feedback
fool to manipulate B Ignore first time
the process B Focus on task
B Time out for person
Smoothing Avoiding conflict B Open-ended ques-

or disagreement
at all cost — seeks
to bury issues and
ensure harmony
at the cost of
honesty, openness
and seeking an
objective view

tions focused on stage of
agreement/disagreement
Focus on data and outcome
Consequences of compliance
Explore emotional neutrality

3. The nature of the problem is such that the same not only needs help in figuring
out what is wrong but would benefit from participation in the process of making

a diagnosis.

4. The same has ‘constructive intent’, and is motivated by goals and values
that the consultant can accept, and has some capacity to enter into a helping

relationship.

5. The same is ultimately the only one who knows what form of intervention will
work in the situation.

It is often the case that ineffective change leaders abdicate the last responsibil-
ity, leading to a shift of ownership of the problem and the solution and losing the
chance for them and the organization to learn for next time. Process consulting is
of course also linked to action learning, facilitation skill and emotional intelligence

development as outlined in the table below.

CAPABILITY 9 — EMOTIONAL INTELLIGENCE

Whilst the importance and make-up of emotional intelligence was covered in
Chapter 3, here we outline how each facet may be developed.



146 Part2 How to Develop Change Leadership Capability

Emotional
intelligence
element

Ideas for development

Self-awareness

Emotional
resilience

Motivation

B Reflect on specific situations/problems you have
faced:
— How did you feel?
— What concerned you?
— What excited you?
— How did the reactions of others affect your

feelings?

B How did you decide on your actions?

B How consciously did you take account of your
feelings and emotions?

B How would your responses and actions have been
different if you had been more aware of them?

B Based on this reflection, how can you improve your
reactions/decision making/solutions for the future?

B Reflect on how you adapt your behaviors to deal
with different situations

B Develop an understanding of how decisions are
made and the balance between objective cer-
tainty and the need to arrive at judgments based
on a balance of probabilities

B Identify situations presenting difficult decision—
options and reflect on behaviors you adopted in
such situations which led to successful outcomes

B When faced with challenge spend time openly
exploring the reason for it and seek opportunities
to learn from such discussions

B Actively seek opportunities to involve others in
exploring solutions to difficult problems or situations

B Develop a clear understanding of results and
goals relating to the work situations and problems
you find

B Analyze potential for personal satisfaction and
benefits which would flow from effective resolu-
tion of problems

(Continued)



Chapter 6 The Evolution of a Change Leader 147

Emotional
intelligence
element

Ideas for development

Interpersonal
sensitivity

Influence

B Reflect on situations in which you have felt a high
degree of personal motivation and reveal the per-
sonal values driving this (see Chapter 4) and iden-
tify how this may be transferred to other situations
or work behaviors

B Identify/build a clear picture of your personal
goals/aims and establish ways in which work situ-
ations may support their achievement — discuss
with an uninvolved third party

B Spend time discussing problems or solutions with
team members, invite their comments and spend
time reflecting on how their contributions throw
light and feeling on the problem

B Spend time reflecting on how your ideas may be
perceived by those involved with or supported by
the action

B Identify situations when you feel you have
obtained real ‘buy-in” and identify ways in which
you can generalize the behaviors which brought
this about

B Spend time listening to others responses to
hypotheses you have about a problem

B Count how much time you spend identifying
with your co-workers and the priority you give to
bringing their reactions to bear on understanding
your own motives and actions

B Spend time understanding and developing the
perspectives of others

B Examine issues, problems and situations and
hypothesize how this would come across by
putting yourself in their shoes

B What do others need from their job, relationships
with me, etc.

B How well do I know the ‘hot buttons’ of those
| need to bring to my side

(Continued)
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Emotional
intelligence
element

Ideas for development

Intuitiveness

Conscientiousness

Develop an understanding of how you can assess
and manage risks in decision making

How might alternative decisions you could have
made in past events have played out

Spend time discussing complex decisions with
others involved with or impacted by them

How would additional insights have impacted on
past decisions

When faced with difficult decisions reflect on
options and potential improvements resulting from
further analysis before undertaking the analysis
Develop awareness of your method of decision
making in all spheres of your life

Obtain feedback from others to see how consis-
tent you are in practicing what you preach

Only openly commit to goals and decisions that
you feel are important and can be delivered
Identify how others judge your commitment to
decisions and actions

Establish a clear and rigorous approach to estab-
lishing priorities and ensure that you apply this in
practice

Ensure you create time to deliver your contribu-
tion to high-priority publicly announced actions

A significant amount of leadership practice is habitual, so attempts to change
yourself must include rehearsal and practice of new behaviour, a means of tracking
the change and the involvement of an interested albeit neutral party, for example a
coach, in keeping you honest with yourself.

CapABILITY 10 — HIGH-QuALITY PERFORMANCE CHALLENGE

CuLTURE AND DIALOGUE

Change leadership invariably involves some form of feedback on progress to those
embarked on the change within the context of performance. And this cannot be
left to the appraisal cycle alone. So, change leaders need a method of establishing
how much and what type of performance culture they are creating and then some
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evaluation of how skillful they are in having discussions which will enable people
to build their capacity to contribute to change.

A performance culture assessment, together with an effective dialogue process is
set out below.

To what extent does Toa To Toa Insufficiently | Not
your leader...? great some limited at all
extent extent extent

Provide you with regular
feedback

Provide feedback
which challenges
you to improve your
contribution

Converse with you in a
way which helps you
personally grow and
develop

Discuss ways in which
you may be stretched to
achieve goals beyond
your current remit

Facilitate innovative
thinking by you

Encourage you to
contribute to building
the capability of others

Encourage you to
contribute to delivering
business priorities

Encourage you to
contribute to across-
sector priorities

Build an everyday
performance culture
where people help one
another to perform to
the best of their abilities

Source: Reproduced with the permission of the National School of Government (Paul Aitken)
and AKT Productions (Graham Haynes).
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The GROW model for performance challenge dialogue

The aim of any ‘performance challenge’ dialogue, whether a formal interim or
annual review or a short interaction ‘on the job’ is to:

B Raise the person’s awareness of what is really going on, and what impact they
are actually having (so they gain insights).

B Ensure that they take responsibility for doing something about those insights
(with support from the organization, their manager and other colleagues where
appropriate).

The secret of using GROW (Figure 6.1) is to support the person in exploring and
clarifying what they really need to achieve (GOALS), to ensure they fully under-
stand where they are at present (REALITY) and take responsibility for closing the
gap between their current reality and the organization’s expectations (OPTIONS
for change). Time should be taken to go through all the options available, to test
the validity of each option and to jointly establish which option is the very best
for them at that point in time. Finally, their (WILL) to carry out the necessary
change actions must be tested and confirmed. There is no point identifying what the

GOALS
Responsibility WILL REALITY Ajvareness
OPTIONS

G — stands for GOALS

R — stands for REALITY
O — stands for OPTIONS
W — stands for WILL

Figure 6.1 Adapted from G.R.O.W. (Whitmore, 1996).
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specific goal is, explore all the options to find a way forward and then having no
motivation to follow through.

The approach outlined below can be applied effectively in a broad range of situa-
tions and conversations from a formal review to a 5-minute performance affirmation
and/or problem-solving exercise.

G - Goal

Take time to fully establish exactly what the person needs and wants to achieve.
Check the realism of the goal. If what he/she is trying to achieve is beyond their
capabilities, not relevant to the needs of the organization or outside budgets, then
think again about a more realistic and appropriate target.

Do Don’t

B Agree the purpose of the conver- B Come with a closed purpose
sation at the outset and position

B Ask if there is anything they B Take ownership of the problem,
want to put on the agenda goals or solutions

B Focus on what must and can
be changed — name the perfor-
mance problem or performance
affirmation

B Focus on the critical aspects

B Raise longer-term goals as well
as short-term fixes

B Try and set learning goals rather
than improvement targets

B Ensure change goals are SMART

R - Reality

This is probably where most of the value from a dialogue lies. The objective is to
raise the awareness of the other person so that they gain insights about their impact
on others and on business and/or job goals. Check exactly where they are at present
in relation to their goals or objectives. Be prepared to challenge and to give feedback
where necessary here. There are some people whose grasp of reality in relation to
their performance is suspect! Some people actually need to be told they are maybe
not as good as they think they are. Others are actually further ahead than they think
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they are. Out of this part of the dialogue should flow some pointers to development
and/or strength stretch areas. These could be in skills or knowledge, but you should
also look out for behavioral issues which might need to be addressed.

Therefore this part of the dialogue should work at more than one level. For
instance the person might say, ‘I think I am getting all my reports and deliverables
completed on time so what else matters?” This response may prompt the manager
to pause the conversation and say ‘It is true that you are meeting those targets, but
what impact do you think your style is having on your colleagues and on the people
you work with?’ If this is an issue that has come up before, some specific feedback
and observations could now be fed in. Failing that, the manager could observe ‘right
now you seem to be rather defensive and abrupt which is making me feel uncom-
fortable. I wonder if this is how your colleagues and customers sometimes feel’.
The result of this will hopefully be an increase in the person’s self-awareness that
can be the first step in improving their performance.

Do Don’t

B Consider strengths and devel- B Dive in on the back of your stron-
opment needs in the context gest feelings
of their current role, develop- B Begin with your list
ment and career stage B Deflect responsibility onto your

B Ask for their view of their per- sources of information
formance first B Avoid the ‘feedback sandwich’ —

B ‘Own’ the feedback that you use the feedback bridge instead —
give positive comment and sugges-

B Have the optimal 5:1 positive tion for improvement because
comments to negative ones change will be beneficial in the
in mind to generate deeper following ways
listening B Introduce unsubstantiated

B Raise questions and opinion
hypotheses B Get drawn into irrelevant

B Explore differences content

B Focus on observed behav- B Respond to deflection which will
ior connected with the role take you off track
requirements B Use emotive language

B Give concrete examples B Position yourself as a ‘know-all’

B Criticize performance — critique it
instead

B Focus on the person or personality

B Make global judgments
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O - Options

This is the part of the conversation where options are explored for closing identified
gaps between goals and reality. Explore, explore, explore. Offer support to come up with
a few options and then test each option by taking time to investigate the pros and cons
of each. Then get them to make a decision — if possible THEIR decision — as to which is
best for THEM taking into account the needs of the department, business, sector, etc.

Do Don’t

B Explore possibilities Bl Settle for the first option
B Seek to raise development ideas

B Ask ‘what could you do as a first step?’

B Ask ‘what else could you do?’

B Ask ‘what would happen if you did

nothing?’
Establish evaluation criteria
Help them to evaluate each option

w - will

In this phase of the conversation, the manager’s role is to check that their direct report’s
motivation to act differently is really what it needs to be in order to achieve the new
goal. Has he/she identified how the achievement of this goal will benefit them person-
ally as well as the organization? How confident is he/she in achieving their goal? Do
they have a clear plan and progress-tracking mechanism for making this happen?

Do Don't

B Be sure and clear what your expec- B Assume the messages have
tations of them are going forward been received and will be

B Retain the sense of an ongoing acted upon

development partnership

B Check understanding — ask them to
do the final summary of your expec-
tations of them

Throughout the conversation there are some other aspects of your approach,
language and behavior that you may wish to consider. Most importantly apply the
20:80 rule — 20% of the time ask powerful questions which generate high-quality
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and challenging dialogue and 80% of the time actively listen to what’s happening
verbally and emotionally between the two of you and respond accordingly.

Do Don't

B Ensure it is a two-way discussion B Do all the talking
B Describe, don’t judge

B Speak plainly

B Beclear

B Be specific

B Limit volume of information

B Consider value of your data and words for its

impact on the most critical change you require

B Summarize as you go

B Emphasize development throughout

B Focus on helping

B Listen attentively to words and reactions

B Give time to think

B Let silence help shift the ownership

B Be firm, fair and assertive — verbally and
non-verbally

B Check understanding before you proceed

Remember, it may not be appropriate to work through the whole of GROW, or
proceed in a linear way. You need to remain agile in the dialogue as new information
and emotion emerges. Consider what is achievable in the time you have and given
the preparation you have undertaken. Don’t rush to conclude and ensure you and the
other person are in the right psychological and physical ‘space’ to make the dialogue
as productive as possible. Rehearse thoroughly for those particularly challenging
conversations. Supporting approaches and skills can be found in the following refer-
ences; Whitmore (1996), Scott (2002), Egan (2002) and Nelson-Jones (2005; 2003).

Of course, none of the above will be much use unless you can find yourself a
leader—builder organization which values such conversation. The following criteria
(Yearout, Miles, & Koonce, 2000), identifying effective leader—builder companies
should help you find one.

— Have an unusually strong vision of their futures.

— Their executives and managers display remarkably consistent behaviors, regard-
less of their level in the organization (strong leadership culture).

— A strong emphasis on continuous development and replenishment of the leader-
ship talent pool and pipeline will be found.
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— Identification of specific leadership competencies to support current and emerg-
ing mission and strategy will be evident.

— Strategy-culture alignment will be obvious to all stakeholders.

— The senior leadership team will display public and private unity.

— Everywhere there will be evidence of continuous organizational renewal.
Having identified some critical change leadership learning and development pro-

cesses and ten must-have capabilities in Chapter 6, in Chapter 7 we now outline

development tools, techniques and example cases which can be drawn from to cre-
ate your own change leader development approach, design and content.
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Approaches

Leadership is a dance, in which leaders and followers jointly respond to the
rhythm and call of a particular social context, within which leaders draw
from deep wells of collective experience and energy, to engage followers
around transforming visions of change and lead them in the collective cre-
ation of compelling futures.

Cammock (2003, p.17)
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I Introduction

What is clear from the quote above is that learning to lead and implement change
requires continued attunement to the change context, where leadership is singular
as well as plural, and depends for its existence on forging deep connections with
the change players, and deep reflection within the leader’s own sense of self, both
responding to and undergoing change. Coupled with the finding that the role of lead-
ers and accompanying behavior is the root cause of many business change problems
and provides the seeds for success, is the reason why we looked at the evolution and
adaptability of a change (or changing) leader in Chapter 6.

To date, the responsibility for change leadership has mostly been considered as
the province of one person, normally residing near the top of a hierarchy. For exam-
ple, a very uncommon longitudinal study of successful executives found two vital
qualities (Collins, 2001):

1. HUMILITY (being self-effacing and arrogance free) —high profile, larger-than-life
CEOs, where the business was entirely bound up in their persona, correlated
negatively with the progression from ‘good to great’ (only 11 out of 1,435
Fortune 500 listed companies from 1965 who outperformed companies in their
sector made the shift).

2. WILL - individual and collective persistence in the pursuit of business goals.

The findings indicated that ‘quiet leadership’ was the norm for these good-to-great
CEOs, leaders dedicated to building the organization rather than their CVs, with an
emphasis on starting with the right team rather than the right project, product or even
industry. Paraphrasing Collins, good-to-great leaders first get the right people on the
bus, the wrong people off it, and the right people in the right seats, and then together
they figure out where and how to drive it. First consider who, and then focus on
what. Build the superior executive team before vision, strategy and organizational
structure, on the basis of three simple truths:

B If you begin with who, rather than what, you can more easily adapt to a chang-
ing world (people will not have joined for a specific reason).

B The problem of motivation and professional loyalty largely goes away.

B With the wrong people and everything else OK, you will still not create a great
organization.

For change leaders who would like to sustain company performance in this way,
the development questions in Table 7.1 are worth asking inside your organization.

This switch away from individual (leader-centric) to relational aspects of collective
change leadership is captured by Boydell (2005) whose three stances on leadership
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Table 7.1 Questions to facilitate moving from ‘good to great’

Companies (good to great) key factors
identified

Level 5 leadership — an executive in
whom genuine personal humility
blends with intense professional will

Attending to the people first and strategy
second — got the right people on the bus,
moved the wrong people off, ushered
the right people to the right seats and
then figured out what to do together

Confronted the most brutal facts of their
current reality, yet maintained absolute
faith that they would prevail in the
end — held up faith and facts together
all the time

Good-to-great transformations do not
happen overnight or in one big leap —
comparison companies that could not
sustain performance lurched back and
forth with radical change programs,
reactionary moves and restructuring

Performance breakthroughs require a
simple, hedgehog-like (the hedgehog
knows only one thing very well —
unlike the fox) understanding of three
intersecting things:

What a company can be best in the
world at?

How its economics work best?

What best ignites the passion of its
people?

Development questions

How would you describe
the personal qualities that
have made the difference to
your continued successful
performance as a manager?

How have you approached
executive team selection, ways
of working with other leaders
across the business, leadership
development and performance
management?

How do you approach
the challenges you face
in continually improving
performance over time?

How do you build for future
success at this organization?

What are the critical factors that
have contributed to business
success to date?

(Continued)
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Table 7.1 Continued

Pioneers in the investment in and What technology techniques
application of carefully selected have made the difference to
technologies that directly linked outstanding performance?

to their hedgehog concept

Where does the challenge to the
continued relevance of your
existing business model come

from?

Consistently display three forms of How have you maintained and
discipline: disciplined people (you extended the performance levels
do not therefore need a hierarchy), of key people throughout the
thought (no bureaucracy required) and organization?

action (excessive controls unnecessary).
Combine this with an ethic of
entrepreneurship and you have the
magic alchemy of great performance

indicate a movement from ‘doing things well’ and ‘doing things better’ (the remit for
management and continuous improvement) to ‘doing better things’ (the province of
change leadership). Table 7.2 provides a flavor of the environment, process and con-
tent for development that will foster this switch.

I Capabilities and techniques

Historical perspective argues that the problems central to effective leadership —
motivation, inspiration, sensitivity and communication — have changed little
in 3,000 years. Focus on the human side is important.

Clemens and Meyer

To create a forward-facing curriculum, we need to draw on studies that have attempted
to project what generic leadership capabilities will be required for the future. The fol-
lowing list, provided by Bolden and Gosling (2003) and Mclntyre (1999), is indicative
for the next 10 years, although on the face of it seem timeless. We have added example
development activities for each capability. We have also matched these to our top 10
change leadership capabilities listed in the previous chapter. The activities were selected
to provide personal ‘change’ development challenges and are enumerated in Table 7.3.
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Table 7.2 Change leadership development approaches

Stance 3 - relational — doing better things

Leadership style

Leaders and
leadership

Assumptions
about
organization
context

Organization
metaphor

Organization
structure

Picture of
people

Mission, vision
and strategy

Making meaning together

Leaders as social architects create conditions for all to
practice leadership in the sense of relational dialogue,
having conversations across boundaries, and between
different world views

Complexity and ambiguity, needs and problems are
interconnected so that tackling one impacts on the
others, social fragmentation — between individuals,
groups, organizations, professions — gets in the way of
collective action

Turbulence, many more voices wanting to be heard,
no longer willing to accept the position they are put
in, many alternative purposes and courses of action
becoming visible

Joined-up working, multiagency alliances, partnerships,
use of networks

Situations arise that cannot be handled simply by doing
better than what is already done

Network of conversations to explore a mystery and
create a story of the future together

Comprises different structures for specific purposes —
meeting legal regulations, doing some things well and
others better within the overall context of doing better
things; supports the cooperation of communities of
practice/interest etc.

Structure may take any number of forms — hierarchy,
matrix, flexible network of local organizations, groups
and teams, rapidly forming and dissolving around
fast-changing business needs and corporate relationships

Resourceful, knowledgeable, purposeful humans

Continuously evolving through active engagement of
many stakeholders

Mission, vision and strategy of overall community defined
to support the diverse versions from multiple stakeholders

(Continued)
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Table 7.2 Continued

Stance 3 - relational — doing better things

Distribution of
purpose

Distribution of
power

Distribution of
risk

Distribution of
knowledge

Organization
change and
development
programs

Focus of
training and
development

Underpinning

learning
disciplines

Appreciation that people want to achieve things
together, to participate in creating an unknown future —
while recognizing that multiple stakeholders have their
own legitimate purposes and aspirations

Appreciation that diverse stakeholders have legitimate
power within the overall community and can use this
to make things happen as well as not happen

Appreciation that we are all in this together — joint risk
taking, support and endeavor to move on and do better
things

Much knowledge in and between stakeholder groups

Appreciation that different views, opinions and beliefs
are valid to those who hold them

Multistakeholder meetings

Relational action learning

Large group (open space events)

Future search exercises

Relational practice (dialogue and bonding)
Whole systems development

Individual and collective competence plus cross-
boundary multistakeholder working

Social constructionism (making sense of the situation
with other people), linguistics, adult development

Adapted from Boydell (2005).

As we have already discovered, the ‘emotional” and ‘relational’ aspects of change
leader development are often overlooked because they are less tangible and open to
discussion. Goleman, Boyatzis and McKee (2001) set out a coaching process that
they suggest is designed to rewire the brain toward more emotionally intelligent
behaviors. The change leader self-talk proceeds as follows:

1. Who do I want to be? Prompts a picture of what life would look like if every-
thing were going right, highlighting missing emotional and relational elements
as well as strengths to run with.



Table 7.3 The 10 change leadership capabilities and related development activity examples

Leadership capabilities

Suggested development activities

Integrity and moral courage: (headings
provided by Bolden & Gosling, 2003)
Capability 5 — develop ‘total’ leadership
Capability 9 — emotional intelligence
Capability 10 - high-quality performance
challenge culture and dialog

Self-awareness and humility:

Capability 6 — develop ‘transcultural’
competence

Capability 7 — develop 1:1 relational skills;
coaching

Capability 8 — develop 1: many dialog skills;
action-learning, facilitation and process
consulting

Capability 9 — emotional intelligence

Empathy and emotional engagement:

Capability 6 — develop ‘transcultural’
competence

Capability 7 — develop 1:1 relational skills;
coaching

Capability 8 — develop 1: many dialog skills;
action-learning, facilitation and process
consulting

Capability 9 — emotional intelligence

Review the stories of Mandela, Ghandi, Pankhurst, Bhutto etc.
Shadow practitioners dealing daily with clients/customers
experiencing severe personal distress

Give messages to people where distress will be generated
Become an advocate or mediator

Confront difficult people

Spend time in cultures and communities that are different from your own
socioeconomic experience

Seek out negative feedback on your ‘emotional’ and ‘relational’
skills

Obtain clinical psychology insights on your ‘emotional’ and
‘relational” skills

Become a customer of the environment you have shaped

Reflective writing

Work within autism care

Volunteer for the Samaritans

Spend time in a hospice

Become an executive coach

Become a Citizen Advice Bureaux volunteer

Work in one-to-one relationships where there is a formal and recognized

difference in the power of the players and you have least power

Work with people who have different temperaments from you

Read about other people’s cultures and how to interact with them
(Continued)
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Table 7.3 Continued

Leadership capabilities

Suggested development activities

Transparency and openness:

Capability 5 — develop ‘total’ leadership

Capability 8 — develop 1: many dialog skills;
action-learning, facilitation and process
consulting

Capability 9 — emotional intelligence

Capability 10 - high-quality performance
challenge culture and dialog

Clarity of vision:
Capability 4 — future sense-make combined
with strategic thinking

Adaptability and flexibility:

Capability 6 — develop ‘transcultural’
competence

Capability 8 — develop 1: many dialog skills;
action-learning, facilitation and process
consulting

Expose all your thinking on a subject for scrutiny and challenge
Have your ideas/actions/decisions reviewed by experts
Review peer review processes in medicine, science etc.
Learn to be candid with respect

Create a leadership learning blog

Read the stories of successful entrepreneurs
Set up a business with others

Receive career coaching

Read science fiction

Join a futurists club

Work in a foreign culture

Become self-employed

Move between jobs, sectors or countries

Join a community that you have never experienced
Become a follower in your area of the business for a while
Creative writing

Virtual world games
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Energy and resilience:

Capability 7 — develop 1:1 relational skills;
coaching

Capability 9 — emotional intelligence

Decisiveness in the face of uncertainty:

Capability 1 — develop mindfulness, using
three capacities for leadership of change
decision making

Judgement, consistency and fairness:

Capability 5 — develop ‘total” leadership

Capability 8 — develop 1:many dialog skills;
action-learning, facilitation and process
consulting

Ability to inspire, motivate and listen:

Capability 6 — develop ‘transcultural’
competence

Capability 8 — develop 1:many dialog skills;
action-learning, facilitation and process
consulting

Take part in physical, emotional and thinking conditioning activity, e.g.
mind-gyms

Discover the secrets of Olympic gold medal winner preparation
Take part in an activity that you find difficult or you are afraid of
Practice self-regulation and self-control through the Eastern
religions and practices

Review stories of people who have overcome profound difficulty

Practice in a flight or other simulator

Review stories of leaders in crisis situations

Work as a special assistant to a senior executive faced with difficult
and novel challenges requiring closure

Jury service

Shadow an arbitrator

Observe the exercise of power in people decisions with a ‘“firm and
fair’ role model

Manage an employment tribunal case

Take part in key role internal selection processes

Become a special constable

Mentor vulnerable young people or adults
Work with the speech impaired
Act as an adult literacy coach
Work with challenging behavior
Teach adult literacy or numeracy
Coach someone in your pastime
(Continued)
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Table 7.3 Continued

Leadership capabilities

Suggested development activities

Capability 9 — emotional intelligence
Capability 10 — high-quality performance
challenge culture and dialog

Respect and trust:

Capability 5 — develop ‘total’ leadership

Capability 6 — develop ‘transcultural’
competence

Take part in drama

Create and sell an idea, product or service
Learn counseling skills

Learn facilitation skills

Work across the demographics and generations

Look at the ‘respect’ agendas

Create your own respect and trust agenda with your work
colleagues

Consider who approaches you and for what reasons

Rely on a stranger to support you in a challenging situation
Practice remote leadership

Lead/assist organizational facet/culture assessment and
organizational health check

Allocate time and energy to critical organizational communication
issues and by doing so highlight what is important for this
organization

Facilitate collective responsibility

Demonstrate your trust in others

Create opportunities for people outside your culture to comment on
what they see

Lead certain relationships, such as:
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Knowledge and expertise:

Capability 2 — access broad-band ‘capability’
from across the leadership membership

Capability 3 — become a co-creator of a
learning culture

Capability 8 — develop 1:many dialog skills;
action-learning, facilitation and process
consulting

Delivering results:
Capability 10 — high-quality performance
challenge culture and dialog

consultation exercises with different cultures
a collective agreement negotiating team

Obtain or commission a systematic review of the literature related to
your subject expertise to use for evidence-based decision making

Teach or train others in your specialist field

Write a book about your topic

Lead in a function/business unit/specialism that is unfamiliar to you
E-learning for bite-size knowledge/skill acquisition

Read newspapers regularly

Read The Economist, New Scientist etc.

Set goals for the short term and long term using measures of
‘sustainable’ performance

Be coached to deliver on your priorities

Shadow a renowned deliverer

Action learning to address live business challenges

Build some business entity, taking responsibility for delivering its
current and future capability requirements

(Continued)
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Table 7.3 Continued

Leadership capabilities

Suggested development activities

And in addition to the above, we include
how to build leadership team capabilities
(adapted from Mclntyre, 1999) for:

Strategic goal setting:

Capability 2 — access broad-band ‘capability
from across the leadership memebership

Capability 4 — future sense-make combined
with strategic thinking:

’

Monitoring trends in the external environment

Communication across the leadership-management community
about critical priorities for success, which are then reinforced
through actions and words

Determine measures of organization-wide intellectual, people and
social capital

Take part in strategy planning in own department

Leadership of a strategic project including implementation
Participate in interdepartmental work

Participation in/leadership of cross-functional working parties
Evaluation and review of strategic initiatives

Participation in exercises collecting stakeholder feedback

Analyze themes from a range of strategic planning documents
Secondment to a strategic role

Assist in strategic planning for voluntary/community organizations
Become a director/board member in voluntary/community
organizations

Shadow another leader involved in strategy

Read books on strategic leadership
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Network building:
Capability 5 — develop ‘total” leadership

Share current networks
Set networking goals for all team members
Assess networking effectiveness as a team
Create a ‘Yellow Pages’, detailing the capabilities of team members
Set aside time for knowledge sharing about their areas of operation,
company, industry, profession
Promote ongoing two-way communication with employees,
customers, suppliers, stakeholders and local community
Participate in relevant industry, sector, civic or professional bodies
Seek involvement in media activity and contingency planning
Present to a variety of audiences on a variety of topics
Lead project on internal/external communications
Shadow a PR person
Seek representative roles/opportunities
Seek out challenging public situations where attention is focused
Hold social/networking events
Facilitate social/networking events
Develop maps of key stakeholders
Describe stakeholders issues/ideas
Poll/survey attitudes/perceptions
Use processes for policy development that engage communities/
stakeholders
Establish/support professional and peer networks
Develop communication plans for key initiatives
Take regular opportunities to communicate with staff

(Continued)
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Table 7.3 Continued

Leadership capabilities

Suggested development activities

Collaboration:

Capability 2 — access broad-band ‘capability
from across the leadership membership

Capability 3 — become a cocreator of a
learning culture

Capability 5 — develop ‘total’ leadership

Capability 6 — develop ‘transcultural’
competence

Capability 8 — develop 1:many dialog skills;
action-learning, facilitation and process
consulting

!

Information processing:

Capability 4 — future sense-make combined
with strategic thinking

Capability 8 — develop 1:many dialog skills;
action-learning, facilitation and process
consulting

Dialog about common purpose, objectives and goals

Establish contracts for reciprocal support and evaluate their
performance

Define trust and respect together in behavioral terms

Train members in conflict-resolution techniques

Assess the relationship and leadership effectiveness performance of
the team

Work and play together outside of the organization periodically
Learn leadership together

Have the right people with the right information present for the nature of
the decision making or problem solving

Train members in running effective and productive meetings
Always test team decisions against their ability to reinforce
corporate objectives

Commit members publicly to responsibility and action

Critique intellectual/professional output

Have project experience with other professionals from different
disciplines

Assist in leading a complex project — taskforce

Second to a ‘problem’ area

Aypqede) diysiapeat aSuey) dojpasg 0} MOH g Med ZZL



Focused action:

Capability 7 — develop 1:1 relational skills;
coaching

Capability 10 — high-quality performance
challenge culture and dialog

Secondment to CE’s office

More peer discussion/reflection

Seek out people with new and challenging ideas

Practice boiling down complex issues to simple and clear pragmatic
application points

Find out how other people do your job

Practice using images as well as words

Encourage/participate in group problem solving

Ask questions/be asked questions of

Seek peer feedback from the best people in your field

Discuss how your employees and customers would define business
success

Evaluating internal operations

For every input/output measure have a related outcome measure
Simplify the action list (bearing in mind that humans can only hold
a maximum of seven items in their short-term memory)

Identify synergies between ‘change’ initiatives for business system
change

Create action-impact feedback loops
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2. Who am I now? Knowing where your real self overlaps with your ideal self will
give you positive albeit moderated energy to move to the next step.

3. How do I get from here to there? Developing a realistic action plan to change
ingrained habits one at a time and use situations as a cue to break the cycle by
recognizing the normal reaction and then rehearsing/trying something new.

4. How do I make change stick? Making change stick requires scenario visualiza-
tion and then repeated practice of the real thing so that the learning becomes tacit.

5. Who can help me? Create a community of supporters and reality checkers for
confirmation and affirmation of the desired change.

There are always two sides to a change leader’s capability coin; so they might
use the self-reflection above to avoid the flipside of personal qualities that have the
potential to undermine a change leader’s development and business change imple-
mentation — see below.

Change Leader’s Personal Qualities — Facilitators and Derailers (Catherine
Hayes Partnership)

Confidence

— Makes a stand, and won’t take ‘No’ for an answer

Willing to say sorry and own up to their mistakes and misjudgments
Changes their position after receiving input and feedback from others
Perceived as assertive and decisive

Too much confidence = Arrogance

— ‘It's my way or the high way’

— ‘l'am right and everyone else is wrong’

— ‘It's not my fault that | didn’t deliver’

— ‘What do you mean “I” need to change?’

— Perceived as ‘they think they are better/cleverer than everyone else’

Emotion

— Has presence

— Generates enthusiasm in their interactions with others
— Adapts their style to match their audience

— Perceived as passionate

Too much emotion = Melodrama

— The nonstop speaker

— Interrupting and talking over others

— Seeking/demanding attention

— Speaks before thinking

— Perceived as flamboyant and dramatic

(Continued)
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Energy

— Motivates and inspires

— ‘What you see is what you get’ people know where they stand
— Engages others and generates energy for action

— Perceived as positive and inspiring

Too much energy = Volatility

— Short temper

— Mood swings (expressive and withdrawn)
— Others not sure how to take this person
— Distant and difficult to relate to

— Perceived as ‘high maintenance’

Caution

— Analytical

— Gathers the views, opinions and knowledge of others before making decisions
—  Willing to say ‘No’ when required

— Perceived as thorough and diligent

Too much caution = Risk averse

— Procrastinates

— Fearful of making the wrong decision

— Slow decision maker

— Obsesses about what could go wrong

— Resistant to the new/different/unfamiliar
— Perceived as difficult/awkward/reluctant

Scepticism

— Assesses a situation from multiple angles before making a decision for action
— Politically aware

— Actively seeks feedback from others

— Perceived as fair

Too much scepticism = Distrust

— Focuses on the downside

— Says ‘No’ without hearing the whole story and considering options and
alternatives

- Difficult to relate to

— Constantly critical/distrusting of others

— Perceived as defensive/cynical

Reserve
— Listens before speaking
— Clear headed and calm in emotional situations

(Continued)
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— Connects with people and situations when appropriate
— Perceived as thoughtful and considerate

Too much reserve = Aloofness

- Difficult to get to know

— Rarely expresses emotions or feelings
— Keeps themselves to themselves

— Avoids conflict

— Perceived as a loner

Light-hearted

— Challenges the thoughts and views of others
— Risk taker

— Uses humor to generate energy

— Initiates and encourages difference

— Perceived as ‘fun” and sociable

Too much light-hearted = Mischievousness

— Breaks the rules for the fun of it

— Impulsive — acts before thinking of the consequences

— Flies by the seat of their pants

— Perceived as a trouble maker

— Says what they think without considering the impact on others

Imagination

— Continuously looks for something new/different
— ldeas and options generator

— Spontaneous and unpredictable

— Turns ideas into tangible results

— Perceived as different/unique

Too much imagination = Eccentricity

— Generates lots of ideas that rarely get executed/turned into practice
- Has difficulty prioritizing

— Others find them difficult to take seriously

— Perceived as being odd and unfocused

Politically aware

— Will engage in conflict with the aim to resolve it
— Has an open agenda that others understand

— Adapts their style to the situation

— Perceived as astute and trustworthy

(Continued)
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Too political = Passive resistance

— Inconsistent — says one thing and does something else

— Has their own agenda

— Avoids conflict and difficult conversations

— Difficult to trust — people do not know where they stand or how they are
perceived

— Perceived as ‘slippery” and untrustworthy

Should we become saturated with details of ‘hard’ and ‘soft’ capabilities, it is
worth revisiting a much simpler role development formula provided by Drucker
(2004), whose legacy includes wisdom extrapolated from 65 years of observing
executives in action. Learn these eight simple practices and you will have the foun-
dations to be an effective change leader:

They asked, ‘What needs to be done?’

They asked, “What is right for the enterprise?’

They developed action plans.

They took responsibility for decisions.

They took responsibility for communication.

They were focused on opportunities rather than problems.

They ran productive meetings.
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They thought and said (and did) ‘we’ rather than T".

As Drucker (2004) explains, Numbers 1 and 2 give executives the knowledge
they need to take a business forward. The next four help them convert this know-
ledge into effective action, whilst 7 and 8 ensure that the whole business feels
responsible and accountable.

Staying with the emphasis on role development, a longitudinal study of the
impact of business tools and techniques (Total Quality Management, Customer
Relationship Management and Supply Chain Management), Nohria, Joyce and
Roberson (2003) concluded that none of these techniques had a direct impact on
competitor’s comparative business performance; ‘Without exception, companies that
outperformed their industry peers excelled at what we call the four primary manage-
ment practices — strategy, execution, culture and structure. And they supplemented
their great skill in those areas with a mastery of any two of four secondary man-
agement practices — talent, innovation, leadership, and mergers and partnerships,
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(Nohria et al., 2003, p. 43). For strategy communication, a change leader will need
to know the general trends in their external environment, available for example from
The Economist New Year special edition.

Here are some illustrations (adapted by the authors from the 2008 edition).

Communicating
external context

Your economic backcloth? HENLEY
Britain final quarter 2007 & predictions 2008-9 e SR

Manufacturing
up 1.1t09.7%

Service sector (3/4
of the economy) —
down 0.2 to 21.4%

non-financial
sector best returns
since 1989

] e
= Credit Crunch

oil & gas profits down 3%
profits up 2.4 in 08 and falling
to 32.5% further in 09

Investment growth
08 falling 2.75 to
3.25%

by Roger Bootle —

Deloitte & the ONS
icati isati ?—
Communicating My organisational sector?
external context the year ahead (some examples) lJE.N\L-E/Y

« > international commodity prices
« < livestock biodiversity (20% of species at risk)
» demand for bio-fuel driving sugar production

« > southern hemisphere drought continues

* > 3% globally -India & China soar
« hybrids competing with cleaner diesel
» Honda hydrogen vehicle in 2008, GM in 2011

Sourced from ‘The World in 2008'~The Economist:

COMMON to all: Climate change, America-Europe-
China-India dynamic, geo-political risk & a world on
the move!

And a change leader will also require a practical way of ensuring that they use
their change leadership time intelligently. The UK IOD survey results below sug-
gest where priorities should lie.
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Are you operating as a 21stC Leader? HENLEY
(adapted from 2005 UK 10D survey of 800 leaders) S

1. Continually develop a vision of the future and constantly
align business purpose, values, strategy and delivery to it

2. Adapt leadership style to the situation and proactively
identify and meet people’s motivational requirements

3. Harness the passion, strength and potential of everyone
to achieve, improve and aim higher

4. Be a visible role model and interact successfully with your
critical stakeholders (service investors) and clients
(service recipients)

5. Be commercially/socially astute —fully understand the
sector you are operating in and identify its current and
future performance drivers
Ask yourself the question, if you are not using your own finite resources for activity
across these change leadership priorities what are you using it for and could someone
else relieve you of those activities which do not contribute to your change leadership
role? After all, research by Mankins (2004) suggests that:

B Top management teams spend relatively little time together (on average only 21
hours per month are spent in leadership teams).

B Agenda setting is unfocused and undisciplined (<5% had a process for ensuring
consideration of priorities for the leadership team).

B Too little attention is paid to strategy (three hours per month — 80% spent on
matters that account for only 20% of an organization’s long-term value).

B Meetings are not structured to produce decisions (>65% are not even called for
this purpose).

A review of the extensive literature on a change leader’s role focus offers up the
following key development goals provided by Frey (2008).

B Challenging the status quo and creating a readiness for change: confronting
and challenging the current reality and its fitness for future purpose.
Leading a dialog in the organization that tests out options for change.

B Communicating a shared and urgent vision: communicating the future
direction. Not only must all employees in the organization find the goal
emotionally compelling, they must also clearly understand how they will
contribute to achieving that goal.

B Building coalitions: creating additional sponsors at different levels of the
organization, involving as many people as possible to build commitment.
Change leaders need the involvement of people who have the resources,
the knowledge and the political clout to make things happen.

(Continued)
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B Enabling others to act: by energizing, empowering, building teams,
providing tangible support with appropriate resources and putting in
place the appropriate systems and structures.

B Rewarding and recognizing: using rewards and recognition to gain
support; recognizing short-term gains or success stories to emphasize
recognition of the new behavior and taking action in identifying and
addressing resistance.

B Modeling the way: enacting the new behaviors in deeds as well as
in words; personally demonstrating senior management involvement
and commitment. This is seen as fundamental to the success of the
transformation process. Successful implementation occurs where
executives teach new behaviors by example.

Projecting ahead, Parry and Bryman (2006) have suggested that we should now
be developing post-charismatic and post-transformational leadership perhaps based
around embedded learning, truly distributed leadership in teams and learning from
experience and failure (Fullan, 2001). In this way, change leadership development
and its practice is more open to public scrutiny and challenge by those who are
impacted by it, including the effects on the leader(s) themselves. What might con-
stitute appropriate development here? In Jackson and Parry (2008), several novel
approaches are considered which we have adapted and built upon:

B Consider the life and achievements of Benjamin Franklin (or other leaders
who have been shown over time to have moral authenticity), as explored by
Mumford and Van Doorn (2001), who, based on the biographical analysis, pro-
posed a theory of pragmatic leadership that involves: identifying and commu-
nicating solutions to significant social problems, meeting the practical needs of
followers, working through elites in solution generation and demonstrating the
feasibility and tangible benefits of these solutions.

B Grint (2001) suggests that effective leaders need to embrace a panoply of arts
for their development. For example, from philosophy change leaders can learn
to create a sense of organizational identity that makes sense for the future (who
are we to be now?), from fine art memorable visions can be created (what will
our next journey look like?); consider the martial arts for enacting fast and calm
tactical responses to rapidly changing conditions that threaten, or the perform-
ing arts for developing dialog and discursive techniques, wordsmithing, narra-
tive (Boje, 2001), storytelling, use of metaphor and analogy (Michalko, 2001)
and role modeling the priority values, behaviors and work focus actions that
make up the requisite culture (Aitken, 2007).
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B For role modeling, the development of bodily knowledge and drama display
is relevant if we consider change leaders to be social influencers through the
way talk is walked and the signals this sends to the culture about priority busi-
ness values, behaviors and goals. Works by Aitken (2007), Starratt (1993) and
Gardner and Avolio (1998) have covered some of this territory.

B An addition to the above is the challenge of developing and maintaining focus
whilst all round you is constantly shifting. ‘It’s not that “mindfulness” is the
answer to all life’s problems. Rather, it is that all life’s problems can be seen
more clearly through the lens of a clear mind’ (Kabat-Zinn, 1990, p. 25). In a
study with Motorola, Barrios-Choplin, McCarty and Cryer (1997) found that in
addition to physiological and emotional benefits, contentment, job satisfaction
and communication significantly increased after mindfulness training. Segal,
Williams and Teasdale (2002) suggest the following skills development: concen-
tration — focusing full attention on one object or activity, awareness — the con-
scious knowledge that life is ‘as is’, acceptance — one must accept life as is and
let go, decentering — seeing thoughts just as thoughts and not truths and ‘Being’
rather than ‘doing’ (we have no time to stop and stare, smell, taste, feel).

B Finally, drawing out ‘emotional’ and ‘relational’ aspects of change leadership
development, a real stretch into the realms of personal development outlined by
Sanders, Hopkins and Geroy (2003) requires movement from transformational to
transcendental leadership, built on the idea of Thompson (2000) who contends
that good and effective leadership is a developmental process of growth and mat-
uration that is fed by the leader’s inner spirit more than his/her outer strivings,
such that leaders become less concerned about the constraining realities of their
external environment and more concerned about internal development that goes
beyond current realities. They are then freer to consider and express new models
of how the world should be and their own and organization’s place within it.

In brief, this requires the development of three dimensions: consciousness —
entailing movement toward more complexity, greater awareness and less egocen-
trism through deconstructing and reconstructing own meaning and reality; moral
character — moving from the disposition of rewards and punishment, through meet-
ing social obligations and adherence to norms; leading eventually to an internalized
set of principles universally accepted as right or wrong. Thomas Aquinas provided
a moral development model comprising three levels of virtues (Sandlin, 1992) —
Intellectual (seeking rational truth using wisdom, science, understanding and pru-
dence (the management domain), Moral (justice, fortitude and temperance), very
similar to Collin’s (2001) findings of humility and will and Theological (love, faith
and hope) or like Kouzes and Posner’s (1988) ‘encouraging the heart’, with the heart
reflecting social responsibility and the promotion of fairness lying at the centre and
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seat of life and finally Faith — defined as a universal way of making sense of one’s
own existence (Fowler, 1981) where individuals become incarnates and actualizers
of the spirit of the fulfilled human community (representing overtones of corporate
social responsibility).

Parks (2000) describes the emotional development of faith as consisting of four
stages. In the first stage, the leader depends on an outside authority for feelings of
assurance, rightness, hope, loyalty and fear, moving progressively through inner-
dependence to interdependent. This final stage involves a qualitative shift in the bal-
ance of vulnerability, trust and faith such that it becomes possible for leaders to
depend on others without fear of losing the power of self, fostering a deeper trust of
self and a profound awareness of relatedness to others.

In considering these emotional and relational aspects of organizational life, evo-
lutionary psychology (Pinker, 1997) reminds us how hardwired human behavior
can be. Here are some common people frames of mind together with ways in which
change leaders can respond.

If people are hardwired to Then the message for change leaders is

Use emotions as the first B Recognize that people hear bad news

screen for all information
received

Avoid risky situations when
feeling relatively secure and
to fight frantically when
feeling threatened

Feel more self-confident than
really justifies

Quickly classify people,
situations and experiences
into categories — good or
bad, in or out — rather than
engage in time-consuming
and nuanced analysis

first and loudest

Understand that people will resist change
except when they are dissatisfied
Realize that people will act and think
creatively when given space, safety
and support

Routinely question whether managers or
their employees are understanding the
difficulty of work-related challenges

Be careful that identifying people
potential and performance management
processes have some independent
objectivity built in

Realize that mixing disparate
functions or teams means having to
overcome deep-rooted propensity to
stereotype strangers

(Continued)
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If people are hardwired to Then the message for change leaders is

Gossip B Do not waste time trying to eradicate
rumors but use your energy to plug into
the grapevine and make sure it stays
healthy, not malicious

Participate in public B Encourage employees to refrain from

competitions for status and
chest thumping about their
successes

Feel most comfortable in

one-upmanship but understand you are
fighting their natural programming

Keep organizations from growing too large

communities with no more without breaking them into smaller units
than 150 members B Refrain from asking people to identify
with more than one group at a time

Seek superiority or security in B Recognize that hierarchy is a natural

hierarchical systems urge and that people will establish status
distinctions even if the organization tries
to remove them

Lead in different ways or not B Accept that people cannot demonstrate
be leaders at all particular leadership qualities they do
not innately possess, even if the business
situation demands it
B Understand that desire to lead is the

most critical condition of a leader

As Anderson (2002) explains, the increasing speed of business operations and insta-
bility associated with technological change and globalization has magnified the impor-
tance of agility, flexibility and adaptation in change leaders. Recent studies conceive
of organization as a continual process of meaning formation and development through
discourse. This philosophy sees an organization as always changing, only momen-
tarily fixed by members as they negotiate tensions between stability and change.

Analysis of the discussion processes that take place inside organizations by
Anderson (2002) draws several conclusions about the language of team members as
they struggle with organizational change. ‘First, organizational members experience
executive texts in contradictory ways, as they see executives acting as both a stabiliz-
ing and a destabilizing force. Members adopt a logic of team membership and conduct
benchmarking as a method for negotiating organizational identity which allows them
to ‘try on’ new discursive practices. Most significantly for the study of organizational
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change, Anderson argues that team members make translations between organiza-
tional practices and individual utterances through intertextual reports of prior, future
and absent voices, and they textualize organizational change through writing practices.
This suggests we alter how we view organizational change, demonstrating that change
occurs when members temporarily stabilize the organization by textualizing current
practices (in writing or in generic voices), alter these stabilized practices, and voice
new utterances to hear how proposed practices might sound in the future. This conclu-
sion underscores the role of language in the widespread view that change, not stability,
is the normal state of contemporary organizational life’. As Jackson and Parry (2008)
point out, we can envisage a move in the form of leadership development from explor-
ing who is representative of a leader, through identifying what a leader is made up of,
and what the leader does (leadership), to concentrating on discovering what is going
on in the ‘leadership space’.

The next port of call for research on developing change leaders will be consider-
ing what impact particular acts of leadership are having and how different displays
of leadership can affect the leader’s, follower’s and organization’s ‘movements’ in
different ways. All this suggests much more use of experiential and reflective learn-
ing, including sampling, watching and recording/playing back change leaders acting
individually and together in real time, alongside observed and analyzed reaction by
the leaders themselves, their followers and other stakeholders. The art of change
leadership development really should imitate life.

We now move on to look at some development cases that we are/have been
involved in. These are not meant to be exemplars, because any development pro-
gram has to be geared to the right context, given the resources at its disposal.
Rather, we present them because in varying degrees they reflect some of our core
philosophy and principles for developing change leaders, which we outline next.

I Development cases

Leadership is not magnetic personality that can just as well be glib tongue. It
is not ‘making friends and influencing people’, that is flattery.

Leadership is lifting a person’s vision to higher sights, the raising of a per-
son’s performance to a higher standard, the building of a personality beyond
its normal limitations.

Peter F. Drucker

INTRODUCTION

To lead change successfully, the developing leader has to apply Drucker’s sentiments
to himself/herself first. This principle sits at the heart of all our case studies.
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The first few years of a leader’s career is a critical proving ground for the deve-
lopment of baseline skills; understanding the technical aspects of the organization
and how the business works; the basics of management and how it differs from pro-
fessional work and the fundamentals of working with and through others. Major
tests of leadership potential typically follow this initial phase and this period is
often characterized by some grouping of five major development themes.

Starting something from scratch
Fix it or turnaround
Cross business projects or task forces

Significant increase in scope and scale of responsibility
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Switching; line/support, front line/strategic leadership roles
Development richness can then be enhanced by:

B Establishing a work experience sequence that combines variety with complexity
of assignments

B Helping managers confront the basic psychological transitions required by job
and level changes

B Providing regular feedback and coaching to help managers extend, reflect on
and embed their learning

Below, we present four cases (Cases 1 and 2 with participants from single UK
organizations, private and public sector respectively, and Cases 3 and 4 with cus-
tomers from multiple organizations in the public sector — one within the UK and
another from New Zealand) where these principles have been applied to real lead-
ership development programs. Their development and implementation has been
influenced by the authors, with a particular emphasis on facilitating participants to
improve, in tandem, both personal and organizational effectiveness to lead change,
combined with an emphasis on building whole of organization approaches, and for
the last two cases, whole of sector leadership culture and capability. In effect, as our
guide, we have used the ‘double triangle’ leader-organization learning framework,
first presented in Chapter 1 and further developed in Chapter 10. Our intention in
offering up these cases is to give readers some insights into how we have translated
some of our ideas into practice. This is especially true of Case 4.
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Case 1

Developing change leadership capability in a UK energy
company

BACKGROUND

The organization was a significant player in the energy sector. As with many orga-
nizations in this sector, the company was facing volatility in its markets with high
levels of competition. Responding to this context required a capability to implement
significant changes rapidly and effectively. Historically, this was not a capability that
was well developed within the organization. Indeed, a number of previous change
initiatives had proved to be costly, disruptive and ultimately unsuccessful.

Within the organization’s retail business, very significant competitive pressures
were giving rise to need for significant changes in structures, processes and practices
in order to sustain the market share and produce appropriate levels of profitability.

PurPOSE OF DEVELOPMENT PROGRAM

Against this background, the organization initiated a process for designing and imple-
menting a program designed to build change leadership capability. However, there was
a strong imperative to ensure that any investment in development should produce clear
outcomes in terms of its impact on:

B Individual participant’s capabilities to lead change
B Changes in business results

B Development of change capability throughout the organization.

The specific outcomes required from the program are shown in more detail in
Table 7.4.

PROGRAM DEVELOPMENT

The first step in developing a program to meet the above requirements was to iden-
tify the competencies required for effective change leadership. In order to do this, a
project team was established. The team comprised a mixture of senior line leaders
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Table 7.4 Desired outcomes for the change leadership programme (CLP)

1. Individual impact

2. Business impact

3. Organization impact

The learning on the CLP should enable the
participants to increase their own ability to
lead and implement change through new tools,
processes, mind-sets and behaviors (e.g. how
to work with sponsors, how to anticipate and
engage resistance, how to design and monitor
change implementation plans, how to surface
and transform assumptions and mental models,
how to facilitate ownership in others).

The learning on the CLP should enable
participants to bring about a discernible shift in
business results for their identified change work
(e.g. revenue growth, profits, cost reductions,
customer service improvements, process
reconfiguration).

The learning on the CLP should enable
participants to strengthen the capability of
the organization around them to implement
change (e.g. a sense of urgency, more aligned
employees, committed stakeholders, energy
and motivation to try out new ways of working,
clarity of implementation plans and new roles,
reallocation of priorities, increased change
and transition skills, a more vigorous learning
community).

and the development specialist. The team was supported by a consultant with spe-
cialist expertise in change management and change leadership. In order to develop
a competency, the team began with a session in which they shared their own experi-
ences and learning. This led to a very broad initial view of the key areas of change
leadership competence. The consultant then undertook a series of interviews with
individual managers who the project team had identified as being successful in
implementing change projects. The data from these interviews was then analyzed to

identify common patterns of competencies. The team reviewed this analysis, com-
bined with their initial view of key areas of competence and desk-based research
input provided by the consultants. From this meeting, an overall change leadership
competency framework was established. This framework is shown in Table 7.5.
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Table 7.5 Change management competencies

1. Change Initiation: ability to create the case for change and secure credible
sponsorship.

2. Change Impact: ability to scope the breadth, depth, sustainability and
returns of a change strategy.

3. Change Facilitation: ability to help others, through effective facilitation,
to gain insight into the human dynamics of change and to develop the
confidence to achieve the change goals.

4. Change Learning: ability to scan, reflect and identify learning and
ensure insights are used to develop individual, group and organizational
capabilities.

5. Change Execution: ability to formulate, and guide the implementation
of a credible change plan with appropriate goals, resources, metrics and
review mechanisms.

6. Change Presence: demonstrates high personal commitment to
achievement of change goals through integrity and courage while
maintaining objectivity and individual resilience (‘a nonanxious
presence in a sea of anxiety’).

7. Change Technology: knowledge, generation and skillful appreciation of
change theories, tools and processes.

PROGRAM DESIGN

In designing the program, the project team agreed that the development should be
built around actual change work or projects. No one would be able to attend the pro-
gram unless they had a specific change project or piece of change work for which they
were accountable. Furthermore, to ensure that the change project was significant to
the business, participants were required to have a line executive sponsor for the work.

Given this principle, the overall design for the program was as follows:

Step 1: Select the work line executives who act as sponsors. Identify the key areas
of work and business impact required.

Step 2: Select the participants. Participants in the program agreed with the line
executives. In broad terms, they were leaders acting as change agents in relation to
the key areas of change required by the business.

Step 3: Building a support infrastructure. The overall design envisaged a combi-
nation of workshops and coaching during learning implementation. This required
the identification and training of a group of coaches as an important part of the over-
all development infrastructure. It was also agreed that the line executive sponsors
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would play a role in the process (including contributing to final assessments) and
therefore briefing of sponsors was an important aspect of infrastructure building.

Step 4: Establishing current reality and constructing outcomes. The exist-
ing change leadership competencies of participants were established using a 360°
assessment against the competency framework outlined above. In addition, each
participant developed an initial work plan for their change project and agreed this
with their line executive sponsor.

Step 5: Module 1. This three-day module was designed to provide a range of
impacts relating to change and its leadership (see Table 7.6 for details).

Step 6: Implementation and support. Each participant worked on the implementation
of their change project. Support was provided by their allocated coach. In addition, the
development delivery team provided ongoing support on a ‘help line’ basis.

Step 7: Module 2. This two-day module took place three months after Module 1.
Prior to this module, a further 360° assessment of change leadership competencies
was conducted. The feedback from this was used within the module. Further input
on change tools was also provided (see Table 7.6 for details).

Step 8: Implementation and support (continued). Participants continued with work
on their change projects with further support from coaches and the delivery team
‘help line’.

Step 9: Evaluation and feedback. Three months after Module 2, participants attended
a session with line executive sponsors. Each participant’s project was reviewed in

Table 7.6 Module outlines

Module 1 Module 2

Exploring competency feedback with Reviewing lessons from experience
peers and coaches since Module 1

Theories of change Capturing and using the learning

from a change process

Making your change a business issue Assessing and measuring progress

Advocating your case and securing Learning from other organizations
sponsorship

Handling the human response to Peer feedback on leadership
change behaviors

Building commitment and energy Live practice — change facilitation

Designing workable implementation Sustaining implementation

plans
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terms of individual business and organizational impact. This assessment was based on
a combination of line sponsor assessment and a final 360° competence assessment. In
the course of the review, ongoing development needs were agreed.

Step 10: Sustainment. Identification of next steps in participants’ projects; imple-
mentation of actions to meet development needs; ongoing coaching on a reducing
basis.

PROGRAM OUTCOMES

Some 100 participants went through this program over a two-year period. Analysis
of the feedback and evaluation indicated that the program had succeeded in build-
ing capability in relation to significant improvements in all of the competence areas
with the exception of change technology. Importantly, the line executive assess-
ments indicated significant outcomes in terms of individual, business and organi-
zational impact. Thus, overall, the program succeeded in building change capability
into the organization. This was indeed reflected in their ability to sustain (and grow
a little) the organization’s market share during a period of fierce competition.
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Case 2

I ‘Future Leaders’ at the UK Land Registry

With the world’s largest online transactional database of over 21 million titles, Land
Registry underpins the economy by safeguarding ownership of many billions of
pounds worth of property. Around £1 million worth of property is processed every
minute in England and Wales.

As a government department established in 1862, executive agency and trading
fund responsible to the Secretary of State for Justice and Lord Chancellor, Land
Registry keeps and maintains the Land Register for England and Wales. The Land
Register has been an open document since 1990. For further information about
Land Registry, please visit www.landregistry.gov.uk.

BACKGROUND

Purpose and key roles

A primary goal of ‘Future Leaders’ (FL) is to communicate and create a culture in
which:

B Ambition is encouraged

B Management and education are seen as important
B Personal success is valued
|

Broadening experience and the willingness to seize opportunity when it arises
are accepted as key to rapid career progression

This case focuses on the CAM program, an up to three years involvement in a
relatively unique learning vehicle, being entirely driven by the participant alongside
their day job, within a ‘completion model’ framework (see below), and using end of
year assessment (see the Presentation Protocol headings below) before progression to
the following years, thus ensuring personal and organizational return on investment.

The participant is encouraged to utilize a network of developmental support and
learning-work application integration throughout their stay, provided through the
following key stakeholder roles:

B CAM Steering Group — oversees the CAM project and ROI for Land Registry.
Conducts the end of each year assessment.


http://www.landregistry.gov.uk
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B FL Manager — provides coordination and links between the Land Registry, CAM
participants and the external learning partners (National School of Government
and Henley Management College). Acts as a catalyst for generating across orga-
nization development placements and ensures that the ‘completion model’ is
delivered in negotiation with the participant and their line manager.

B Line Manager — cements the link between day job and program planning and
performance, providing feedback on leadership capability application.

B Personal Development Adviser (PDA) — acts as confidential support to partici-
pants throughout (ratio of approximately 1 PDA to 6 participants). Facilitates
action learning in the PDA group and assists participants in leadership capa-
bility progression reflection and sense-making from their formal, informal and
independent learning experiences (also using diagnostics).

B Internal Mentor — assists with developing general business awareness and/or
specialist learning. Provides advice on career pathway options and how best to
convert them.

DesiGN FEaTURES oF CAM

Stage 1 — attendance at the CAM assessment centre provides feedback on leader-
ship capabilities and is the passport to entry.

Stage 2 — inaugural setup event, followed by a ‘Learning to Learn’ day, where a
development goals action plan is drafted with the PDA and subsequently signed off
by the FL director and line manager.

Stage 3 — delivery of a twice yearly ‘Leadership Forum’, where participants
involve all the CAM stakeholders in analysis of and recommendations for live stra-
tegic leadership issues.

Stage 4 — end of year assessment presentation, detailing the ROI and development
plan for the forthcoming year, which has to be passed to go forward to the next year.

Stages 3 and 4 are repeated each year, with new participant cohorts joining those
still on the program and taking responsibility for delivering the ‘Leadership Forum’.

Throughout the stages, participants organize their own learning delivery against
their development goals, with the support of the key stakeholders.

MEASURES OF SUCCESS

A key measure of success for the program is an ‘increase in the numbers and pro-
portions of internal candidates getting to assessment centres for senior posts and
increases in the numbers and proportions of internal candidates who are actually
selected for senior posts’.

This was as a response to a business need to improve the performance of internal
‘talent’ during a period when many advertised posts had been filled with external
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candidates. Whilst Land Registry welcomed fresh ideas, it wanted to ensure that
the business benefited from better use of internal skills and experience. Many of
the individuals progressing through the program have contributed to an increase in
business results for their teams as a result of these opportunities.

In terms of progressing internal talent in the direction of senior management, the
program, from 34 participants, has produced: one Area Manager, two Deputy Area
Managers and 14 people who have achieved temporary or permanent promotions in
key roles such as Regional Team Leaders.

Others are developing from lateral development opportunities that are designed
to broaden thinking and achieve a wider perspective of the public sector.

CoMMENTS FROM FUTURE LEADERS REFLECTING THE CONTENT

‘Since being accepted on to the CAM program last November, my working life has
changed dramatically. Throughout this year I have been involved in a variety of
activities that have stretched my capabilities, challenged my intellect and developed
my business sense. These have included working with an outside consultant on
a customer segmentation project, shadowing a senior manager at the Ministry
of Defence and representing Land Registry at the Young Public Sector Programme
where I delivered an argument on a controversial subject to a panel of judges and a
cross-section of civil-service employees.’

‘When I began my CAM journey I was a Customer Service Advisor at Croydon
office. Shortly after my promotion to a position within ETG, a head office group,
I found that the development work I was doing with CAM was invaluable in help-
ing me settle into my new role. Skills I learned in presenting, writing and creating
strong arguments improved my practical skills, while workshops on marketing and
strategic thinking broadened my business outlook. The work I did on the Leadership
Forums has informed me in the wider Land Registry picture and the issues our
organisation faces, and this knowledge is integral to the decisions I make on a daily
basis’.

‘The Future Leaders Development Programme has provided outstanding opportu-
nities for me to develop my leadership skills and experiences in ways that would not
have been possible within the confines of the usual land registry appraisal/develop-
ment process.

Having spent nearly all my LR career in an operational environment, with appro-
priate but necessarily limited leadership skills, I have undertaken development
activities to widen my leadership experiences, including delivery of leadership
training; assessment centre assessor; and legal consultation responses.

I have undertaken training workshops on a wide range of core leadership skills,
including report writing; critical and strategic thinking; finance; project manage-
ment; and image/impact; and have utilized these skills within the development activ-
ities undertaken.
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The re-assessment process within the programme, together with self assessment
tools and the 360° feedback process, provide useful means of measuring the success
of the chosen development activities and overall growth as a leader’.

‘What an amazing experience, challenging, scary and sometimes unpredictable
but always rewarding! If you want to experience life outside of your comfort zone
then future leaders is the best way to achieve it.

For me it has been a fast moving and undeniably beneficial experience. From an
RE2 lower caseworker to an RE2 Upper district team leader and then onto a deve-
lopment opportunity as an SRE regional leader in Coventry office, all in 2 years!
During this time I have also taken part in leadership forums, led a project looking at
the future leaders programme itself and undertaken the first year of a management
diploma at Henley Management College.

I have learnt a huge amount about myself and tested my abilities to the full. I
have met and been able to learn from people in all areas of the Land Registry and
have had unprecedented access to senior board members, all of who have helped me
to develop into a more confident and mature leader.

After years of individuals “waiting in turn” to progress, The Future Leaders pro-
gramme is challenging that culture by bringing through the talent with right the
skills and attributes, at the right time, to facilitate changing business needs regard-
less of grade or time with the organisation. Overall, it is enabling much more effec-
tive succession planning based on current business needs rather than tradition’.

‘Assessment Presentation Protocol headings’ and ‘Completion Model’ (see the
following table)

Presentation Protocol headings

Year 1

Overall impression and business impact made by the individual
Overall strength of the evidence presented

Planning — original aspirations and program choice

Implementing — formal learning, assignments postings, leadership forums etc.,
practical use of learning and people and relationship issues

Reviewing — significant learning points, significant achievements, benefits to
the business, critical review

Intentions for Year 2
Year 2
Overall impression and business impact made by the individual

Overall strength of the evidence presented

(Continued)
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Evidence of an emerging leader
Evidence of return on investment — specific, tangible, quantified
Evidence of final year business benefit — why should the individual continue?

Completion Model — CAM participants’ activities

Scheme elements

General

Integrated support/appraisal by line manager
Mentor

Personal development adviser

Steering group feedback

Individual attention of future leaders manager
Development centre (not applicable to this period)
360 degree feedback (not applicable to this period)

Major events (attendance)

Inaugural event

Leadership forum 1

Leadership forum 2

Planning team member for a Leadership forum?

Learning modules (3 days maximum)
Day 1
Day 2
Day 3

Supporting portfolio (at least two to be completed per year). Those
asterisked must be included at some time in the three years)
*Professional qualification

*Tour of duty Head Office or other contrasting internal location
*Action learning assignments set by Boards or designated others
Interchange (private sector and public secondments)
Shadowing (at least three)

Other temporary postings and detached duties

Leaders UK Development Program

‘Preparing for Top Management’

The Whitehall and Industry Group

SPATS

The Programme continues to run, although with smaller numbers, as operational
efficiencies are required across the business in response to the economic downturn.
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Case 3

I Leaders UK (National School of Government)

BACKGROUND

The National School of Government is the business school for government, and
provides high quality learning and development solutions to government organisa-
tions and individuals providing public services. National School of Government’s
Leader’s UK learning consortium supported by Ashridge Business School and the
University of Birmingham provides a learning environment that encourages partici-
pants to set and deliver stretch goals for change leadership, whilst also contributing
to program peer’s collective leadership development.

Leaders UK (LUK) is a unique leadership program designed to release and build
individual and collective leadership talent that can make a difference to the lives of
people in UK communities. By the end of the program, delegates will have received
insights from public, private and third-sector leadership practitioners and academ-
ics, which will enable them to achieve this.

Collaborative leadership (a team of all the talents) lies at the heart of how we can
best deliver public services. Working across organizational boundaries, coordinat-
ing networks and linking service delivery systems allow us to integrate inputs and
outputs to achieve public value outcomes. However, such collaborative or systems
leadership requires us to use our individual leadership wisely to cocreate with our
colleagues. Some overarching questions for LUK participants are: how do we lead
in complex public systems? Or in a congested and fragmented policy environment
where there are no established lines of hierarchy? Or where there are competing pri-
orities, policy frameworks and values to navigate? How best do we utilize our expen-
sive and finite leadership resources for the benefit of those we serve?

The LUK program responds to such challenges. It aims to equip participants to
be public service system leaders, to be able to shape the future purpose, strategy
for, and delivery of public services. It facilitates building confidence and compe-
tence to engage with and shape the system to deliver better outcomes for consumers
and citizens. Thinking, feeling and acting systemically, personally and collegially is
a critical competence in the increasingly complex and turbulent world of public life.

The core program and successful graduation requires your best commitment to 22
contact days spread over two years (see the Learning Journey Schedule in Figure 7.1
below). In between, delegates will need to allocate additional time for working on
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delivering a Personal Leadership Development Plan and Learning Group-Leadership
Project Plan.

Throughout the program, participants have a Leaders UK Faculty Learning
Facilitator who will take a special interest in personal and group development.

An example program schedule is shown below. The dates are set for the Learning
Modules (some of which will also include a Case Study Visit). Learning Group
dates are negotiated with allocated Leaders UK Faculty Learning Facilitators.

LEARNING JOURNEY SCHEDULE

At the Launch, delegates are introduced to the program design, learning principles,
mechanisms and responsibilities and meet members of core Faculty, as well as
getting to know learning peers, who will be supporting each other’s development
throughout the program (Figure 7.1).

This is directly followed by the first Learning Module entitled ‘Personal
Leadership Skills’, where participants engage with leadership practitioners and
academics with the intention of raising awareness of the leader you currently are,
alongside building a personal vision of the leader you would like to become.

The journey continues with insights into the other half of LUK’s leadership
proposition, which is the collective as opposed to individual leadership required for
‘Leading Collaboration and Partnership’. An example of this modules aim and objec-
tives is:

Aim: To explore the different uses, requirements and impacts of ‘collective’ as
opposed to individual leadership, (the latter covered in ‘Personal Leadership Skills’)

Objectives:

B To review how collaborative and partnership leadership can positively impact
organizational outcomes

B To consider approaches to embedding collaborative working as our pre-
ferred way of working in the public sector (for example through stakeholder
management)

B To identify the characteristics of collective leadership and how it can applied to
shaping organizational culture and performance

B To experience collaborative leadership and reflect/give feedback on own/other’s
capabilities

B To identify leadership action points and priorities for participant’s own leader-
ship and organizational development.

This is followed by aspects of organizational leadership that relate to creating new
directions, through ‘Leading the Business (Strategy and Entrepreneurship)’. Before
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the final learning module, there is a reminder of what the purpose of public ser-
vice through ‘Leading with Consumers and Citizens’, before pulling all the above
together at ‘Leading the Public Service System’. An example of this module’s aim
and objectives is:

Aim: To apply the principles and practices of systems leadership by working with
a senior management team of a public sector organization in their review of current
leadership approaches and in particular partnership working.

Objectives:

B To reflect on systems leadership research and practice in a real world context

B To practice process consulting methodology (including a ‘coaching’ leadership
style) in a case study visit

B To analyse findings from the exploration and provide feedback to the host orga-
nization in a way that adds value to whole system leadership and partnership
effectiveness at the County Council

B To identify leadership action points and priorities for participant’s own leader-
ship and organizational development.

LEADERSHIP LEARNING PORTFOLIO AND LEARNING MECHANISMS

Learning Portfolio

In order to graduate from LUK, participants are required to produce a portfolio of
evidence related to how they have achieved their own learning goals and the con-
tribution made to their LUK Learning Group peer’s goals, including the Learning
Group—Leadership Project Plan.

What sort of things might go into a portfolio?

1. Your Personal Leadership Development Plan.

2. Examples of real leadership activities that show you trying some new learning,
making mistakes, relearning, succeeding.

3. Excerpts from a learning journal or diary that you keep. Your own thoughts,
reflections, anecdotes, questions that you are seeking to answer, your own pro-
cessing of leadership incidents that have puzzled or frustrated you etc.

4. Excerpts from things you have written, created, responded to; evidence of
events, actions, meetings you have initiated, participated in, bits of video, tran-
scribed recording, dialog, conversation.

5. Letters you have received, emails of colleagues’ responses, comprising out-
comes, intended or otherwise. Views that contradict or enrich your own.

6. Recent Leadership Diagnostics, feedback and the sense you made of it.
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Example Learning Journey Schedule.
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10.

Particular insights you have had from the Learning Modules, or from your
challenges faced in delivering the Learning Group-Leadership Project Plan.

A health check or diagnostic assessment of a team or partnership that you lead
or are influential in, together with your reflections on it.

Learning derived from the sessions with your mentor, or from your Learning
Group meetings.

References to significant writings on leadership that have had a demonstrable
effect on how you do things.

As well as your Portfolio, which is a learning mechanism in its own right, the 12
main ways you will engage with LUK are listed below.

Learning mechanisms

1.

Learning Modules

These form the bedrock of the core program. We invite speakers who are repre-
sentative of all sectors to add richness to your learning experience. We publish
the content and process details of each nearer their time, preferring to remain
flexible as your learning needs evolve and the external environment impacting
on UK public sector leadership shifts.

. Learning Group

This is the major learning transfer vehicle, acting as the leadership ideas and
action bridge between learning modules and application to your workplace.
Peers from different organizations, parts of organizations and sectors support
and challenge each other to define and act on learning goals for each person
(defined in the Personal Leadership Development Plan) and for the group as
a whole (using Case Study visits and the Learning Group—Leadership Project
Plan to deliver the learning for the latter). Your faculty facilitator will assist
you in achieving this. At each Learning Group meeting, there should also be
opportunities for participants to reflect on their learning from the Learning
Modules, and to talk through a critical incident or work issue on which you
would like the assistance of the group. During the second year of the program,
the group will be encouraged to shift their focus to the development and deliv-
ery of a Learning Group—Leadership Project Plan.

Personal Leadership Development Plan

This is the mechanism through which you commit to your new purpose, goals
and behavior as a leader and the challenges these hold for you. It enables you to
achieve by establishing your goals, clarifying what your learning needs are from
Leadership Diagnostics results (see below) and other insights and activities,
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negotiating relevant support and resources and agreeing your own ‘graduation’
criteria with your learning group colleagues. Although we are not prescriptive
about how you should write your plans, we would expect them to address, at
least, the following areas:

Where have I come from?

Where am I now?

Where am I going?

How will I get there?

Who else needs to be involved?
How will I know when I’ve arrived?
What changes will others see?

Learning goals should be SMART:

Specific — to you and your leadership development needs within the context of
LUK and detailing how you will achieve the objective;

Measurable — in terms of the evidence you will supply to demonstrate your
progress;

Agreed — between you, your line manager (preferable) and Learning Group;
Realistic — to stretch and challenge you but also to be attainable and

Time-related — indicating milestones and final dates.

Learning Group—Leadership Project Plan

One of your Learning Group’s responsibilities will be to develop and deliver
a leadership challenge project that is stretching, worthwhile and achievable
in the available time. This should include a whole system perspective by cross-
ing professional, organizational or sector boundaries. Your facilitator will help
you in focusing the project aim and goals. As a group, you will be required
to make a presentation about the outcomes of your project to the entire LUK
cohort at the final Learning Module. An example, for guidance only, is provided
below.

Background
The project should:
Give potential for private sector and third-sector contact/insight

Explore collaborative leadership

Allow group members to work autonomously and bring findings together
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B Use sets of individual interviews by group members, exploring an agreed over-
all question and subquestions.

Those on the M.Sc. would need to write up the project for the M.Sc. and contrast
the findings with what the theory says in that area. Therefore, they would also need
a ‘researchable question’ like the example below.

Aims of the project
B Explore collaborative leadership (public/private/third sector) and benefits,
relevance, value of that.

B Explore especially what private/third sector would regard as valuable/relevant to
them (e.g. from cross-sector learning/experience).

B Report back the findings to Leaders UK. This would give the project real
relevance and a genuine ‘customer’.

Overall project question

Is collaborative leadership in the public/private/third sectors comparable, and
what are the pros and cons of training leaders from these sectors together?

Subquestions for interview

What is collaborative leadership?

Is it the same in private/public/third sectors in your experience?

What can one sector learn from another? Do you have case study examples?
In what circumstances does collaborative leadership work and not work?

What are the barriers and how do you remove them?

What are the characteristics of collaborative leadership (i.e. what is it?)? (We
might offer a list that could then be ranked?)

How to you develop collaborative leadership?

Project considerations:

B Theoretical basis for the Project Question
B Research methodology

B What we want to achieve by when
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5. Case Study Visit

There will be at least one opportunity for your Learning Group to conduct a
real-life leadership consultancy visit related to the Learning Modules. This usu-
ally involves going into an organization to act as an independent sounding board
for a senior management team. Typically, part of the time is spent investigat-
ing a particular leadership issue, and a report and/or presentation is produced,
which is then delivered to and discussed with the senior management. An exam-
ple from previous visits, for guidance only, is provided below.

Aims of the visit are:

B To enable participants to reflect on the content of the Leaders UK program in
relation to a live example of a public service organization.

B Through dialog with key staff in the visited organization, to enhance partici-
pants’ understanding of leadership challenges within public services.

B To improve their capacity to ‘read’ other organizations, summarize their learn-
ing and provide constructive feedback to other senior leaders.

B To develop their capacity to apply this skill in their own setting.

During the program, participants have had opportunities to consider different
models and theories in relation to each of the five themes, and to consider their own
and their organization’s practice in relation to those themes. The visits provide an
opportunity to consolidate their learning from the program. A detailed briefing for
an example case study visit is set out below.

Leading the Public Service System — Partnership Working
The Case Study task

We are a top performing authority but we still face significant challenges. We
are constantly striving to improve the lives of children and young people particu-
larly those in our care, the skills base, employment, business support, access to ser-
vices, housing, the health and wellbeing of all our residents, the environment that
we live in and support our local communities. We are also passionate about tackling
deprived areas and reducing inequalities that exist across the County. The County
has an agreement with Government, the Local Area Agreement, to work with part-
ners to deliver improved outcomes for residents across all of these issues. We will
succeed only through effective collaboration and partnership delivery across the
County community delivery system with a wide range of partners in the public, pri-
vate and Third Sectors. Under the new Comprehensive Area Assessment national
performance arrangements (which replaces CPA) not only will the County Council
be assessed as an organization but also the area as a whole will be assessed jointly



204 Part2 How to Develop Change Leadership Capability

by inspectorates to determine to what extent the area is meeting the priorities, needs
and aspirations of residents. CAA will focus on outcomes and the quality of life of
local residents from their perspective rather than the separate services as provided
by local partners.

The Local Area Agreement and the new Comprehensive Area Assessment tie
partners together in a different way and also present the County Council with a
significant challenge in leading collaboration and partnership. It requires all part-
ners to not only deliver their own corporate priorities but to reflect County wide
priorities whilst doing so. This requires relationships and performance management
arrangements across separate organizations (where partners are equal and autono-
mous) based on honesty, self awareness, constructive challenge and transparency
with problems flagged and action taken to address at the appropriate level and at
the earliest opportunity.

The questions to address on the Case Study visit, in the context of the Local Area
Agreement and the 3 Comprehensive Area Assessment questions, are:

B Thinking about the key challenges to leading collaboration and partnership
across a community delivery system, what sorts of things need to be addressed
to create proactive and delivery focussed working?

B How can the key challenges be overcome?

B How do you create ‘buy in’ to a shared partnership vision when partners are
complying with statutory requirements and national deadlines; diverse and com-
peting priorities; difficult financial context; and different political/managerial
agendas?

B How do you create honesty, self awareness and constructive challenge in part-
nership performance management arrangements?

B How do you encourage partners to reshape their own priorities to deliver shared
objectives?

B How do you create ‘collective responsibility’ and a joint desire to deliver on
LAA priorities amongst partners and what processes/systems could help this?

B What innovative tools and techniques could the County Council use to help
deliver effective performance management across partnerships?

B Delegates should be prepared to ask supplementary questions based on their
own experience of this type of leadership working. Some additional questions
may be raised from reading the papers by John Seddon and Keith Grint, sent out
with the Leaders UK programme.

It would be helpful if delegates were familiar with a few items that provide con-
text for the case study. Delegates should read all the background material sent,
regardless of which thematic group they will eventually be assigned to.
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The Case Study Visit — aim, logistics and reporting back arrangements
Aim
To present evidence-based recommendations to a County Council senior execu-

tive team detailing what improvements could be made to the system of delivery via
partnership working within and between the four themes of the case study:

B Personalization

B Children and Young People
B Health and Wellbeing

B Community Safety.

A 1 page supplementary briefing for each of the above will be provided on the
morning of the visit before arriving at the County Council

Analysis and recommendations should be provided for each of the themes sepa-
rately (the Council’s thematic work with external partners) and then pulled together
in a way which informs the executive about overall performance across the whole
delivery system (including the Council’s internal partnership working).

6. Leadership Learning Reflection
During the Learning Modules, time is set aside to encourage you to reflect,
embed and apply your learning in the moment. Previous cohorts have found this
particularly valuable, indicating that learning is often lost without quiet time
because of the frantic nature of returning to work. This will be explained and
practiced in the first Learning Module. A brief overview of the approach is pro-
vided below.

The Thinking-Doing Reflective Sessions

The Learning Modules are about providing you with opportunities to test and
develop your own thinking. The Thinking-Doing Sessions are intended to give you
the space to do that after the elements of the program where others have shared
their ideas with you. The sessions will help you to:

Interpret and evaluate ideas
Compare your own ideas against others’ within the group
Decide whether you will adjust your own thinking

Decide if and how what you do will change

Start to reveal your own existing theories on the subject
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You will work in twos or threes for a proportion of the time, each taking a turn to
address the following questions:

1. What is my interpretation of the ideas contained in that session?
Identifying the ideas not evaluating them
2. What will T accept, what will I reject? Why?

Deciding what you will accept or reject; why — what do you currently believe
that means you accept or reject the ideas?

3. Will my thinking change? Why? How?
How — specify the changes (if any)
4. Will this change what I do? How?

How will any changes to your thinking change what you do?

7. Leadership Diagnostics (MBTI and SCHOR 360)

MBTI Step I: The Myers—Briggs Type Indicator Instrument is a powerful
and versatile indicator of personality type. It is widely used for individual,
group and organizational development. You will have been issued with the
questionnaire before the first learning module, where you will receive group
feedback.

SCHOR 360 is the National School of Government’s instrument for enabling
leaders to understand their personal impact. Its innovative format makes 360°
reporting more valuable by being both robust and entirely consistent with Sir
Gus O’Donnell’s new framework of leadership expectations and the Professional
Skills for Government (PSG) skill set.

8. E-site
Your Leaders UK online community.
As part of your participation on the Leaders UK program, you will be given
access to the Leaders UK online community. Helping you to stay in touch and
continue learning together, your Leaders UK online community provides a
secure, password-protected area for you to access course materials and informa-
tion, while networking with your fellow participants.
You will find handouts, presentations and documents from the program, includ-
ing joining instructions and web links and a discussion board to help you get the
most from your experience at the National School of Government.
Your Leaders UK community is accessible via our communities area (http:/
virtual.nationalschool.gov.uk/yourcommunities) where you will need to sign in
with your communities account supplied at the start of the program.


http://www.virtual.nationalschool.gov.uk/
http://www.virtual.nationalschool.gov.uk/
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The Virtual School

At the National School, we understand that learning must be relevant to your
real-life working priorities and reflect the pressures on your time. A power-
ful and ever-evolving complement to more traditional learning scenarios, the
Virtual School is a web-based resource allowing the busy public servant to learn
quickly and conveniently at work. The result of pan-government collaboration
and designed to meet Professional Skills for Government (PSG) and other stan-
dards, Virtual School content includes e-learning packages and materials, online
community portals and other services.

All of our e-learning packages require you to register a personal account and
sign in so you can track your progress through each package. Most of our e-
learning is free to access for public servants, while some of the programs are
available through a departmental subscription.

Here are some of the programs that are available to you through the Virtual
School site (www.nationalschool.gov.uk/virtualschool):

Government Select (available through subscription)

In collaboration with GoodPractice.net — offers just-in-time desktop manage-
ment resources and tools on themes chosen for their relevance to the work of
those in government.

Understanding the Civil Service (available through subscription)

A comprehensive online induction program — the result of a cross-government
consortium project led by the Ministry of Defence and the National School.

The Organization Design and Change Framework

Developed in partnership with DWP, this package will you to develop your
organizational development capability, specifically in designing organizations
and implementing changes that will achieve successful outcomes and sustain-
able performance. This package is freely available to Civil Servants.

Protecting Information

Free to access for all public servants. Developed by a cross-departmental consortium
led by Cabinet Office, this course will provide you with a comprehensive guide to
why information is important, the risks to its safety and what you can do to protect it.
Finance for All

A free, foundation-level, modular e-learning scheme developed through colla-
boration between the National School and HM Treasury.

Analysis and Use of Evidence

Provides assessment tools, free of charge, so that senior civil servants and staff
working at Grade 7 (or equivalent) can test their knowledge in this PSG key
skill and identify further learning.


http://www.nationalschool.gov.uk/
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10.

11.

Successful Delivery

Developed with the Office of Government Commerce — a free program based
on PSG competencies for those requiring a broad understanding of program
management.

Managing Learning and Development

Draws on UK and Australian public sector experience to provide learning and
development professionals with a self-assessment checklist for their organiza-
tions, accompanied by recommendations for action.

Risk and Risk Management (available through subscription)

A subscription training program developed with PricewaterhouseCoopers

LLP - introduces risk management, covers the key elements of a risk manage-
ment framework and introduces the concepts of risk maturity and embedding
risk management.

Awareness of the Human Rights Act

A free program covering the practical implications of the Act in a variety of
contexts.

PRIME: Leadership

Designed specifically for government officials occupying or aspiring to senior
management positions, this free program offers over 20 hours of e-learning
on leadership, partnerships, strategic thinking and change and organizational
learning.

. Mentoring

If you do not already have a coach or mentor, you are encouraged to find your
own for the duration of LUK. We do have access to a pool, which is constantly
changing, should you want us to assist you in finding a suitable match, although
we cannot guarantee this. All proposed mentors are asked to complete the form
below, having read the mentoring criteria notes first.

Cross-sector leadership learning experiences
From time to time, we receive requests for LUK participants to take part in sec-
ondment opportunities. These will be circulated to the whole cohort and taken
up on a strictly first-come-first-served basis.

Delegate Liaison Group
There will be frequent opportunities for you to provide us with individual
feedback about your LUK learning experience. You can also raise issues pub-
licly or privately with individual faculty members at any time. In addition,
Learning Groups are asked to nominate a Learning Group member to explore
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more formally with the Faculty how we might improve the program. This
group will meet at Learning Module events to identify program and content-
related issues, and to discuss general matters arising from your participation
in LUK.

12. M.Sc. (optional)

Through Leaders UK, the University of Birmingham offers participants the
opportunity to register for the M.Sc. in Public Management. Further details will
be provided for those students who wish to register for accreditation on comple-
tion of the Postgraduate Application Form.

Once we have processed your application form, you will be registered on the
M.Sc. in Public Management program and have access to the UK Library
Services, the support of a personal tutor and the services available to regis-
tered students of the University of Birmingham. Students will receive program
and module handbooks and hand in dates for the completion of assessed work.
Participants will need to plan time for private study and are encouraged to
contact their tutors as and when they need support (by email as well as face to
face). The University offers excellent services to support postgraduate students
(including the library services with highly developed remote computer access).

LUK Graduation

You graduate from Leaders UK following what we might best term a criti-
cal dialog with your fellow Learning Group colleagues. You will need to
demonstrate to your colleagues your leadership learning over the program as
evidenced or developed in your own portfolio. This dialog takes place in the
final Learning Group session. Having listened to your learning journey and
engaged in a series of critical challenges to your reflections, the Learning Group
itself decides whether you have engaged sufficiently in the program to graduate.
Members of the Faculty do not assess your learning; rather we welcome a more
collective group assessment of your personal development by those you have
worked with closely in learning groups over two years.

Graduation takes place at a one-day Celebration Event when participants ‘gradu-
ating’ from the scheme will be presented with their certificates. Your sponsor(s) will
be invited. It is an opportunity to present some of your work directly to sponsors and
to reflect upon individual and collective learning over the course of the program.

Leaders UK is now approaching the intake of its 5th cohort and continues to
adapt to government priorities, for example cross cutting Public Service Agreements
attempting to join together separate government departments activities and outputs
to deliver improved UK community outcomes.
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Case 4

Developing emerging leaders across New Zealand central
government

The Leadership Development Centre is in the business of developing public sector
leadership capability.
It achieves this through a range of means, including:

B Direct development of senior managers who are current and future leaders,

B Indirect means, such as support for agency leadership development programs
and

B Influencing the development environment through research and promotion of
leadership ideas.

Purpose AND Key ROLES

The case describes two original change leader development initiatives arising from
two strategic New Zealand Public Service (NZPS) imperatives (‘Report of the
Advisory Group on the Review of the Centre’, presented to the Ministers of State
Services and Finance, November 2001). These are:

1. The need to prepare talented managers for more complex roles and improve
the planning and development of the chief executive succession pool within the
New Zealand Public Service (NZPS).

2. The message that government agencies representing the NZPS should strengthen
collaborative ventures and working approaches to deliver on national goals set
by the Government.

It is possible to view the focus of the first of these as building the individual capa-
bility of emerging leaders, combined with the assessment of their potential, whilst
the second speaks to the goal of strengthening strategic leadership and performance
capability throughout the service.

To address these imperatives, a twofold intervention was developed by the authors
in conjunction with the Management Development Centre (MDC) — the forerunner
of the Leadership Development Centre. The first was a Development Centre (the
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Centre for Individual Management Development), designed to explore and stimu-
late the leadership potential of senior manager participants.

The second was a collective Leadership Program, constructed to develop the
capabilities of existing leaders and reframe their thinking about their leadership role
and contribution.

The overarching purpose of both programs is to contribute to NZPS strategy by
developing potential leaders within a new NZPS culture that can deliver leadership
at all levels, and provide cost-effective joined-up government services to the New
Zealand public.

As a first step, the design group framed the strategic context for the initiatives as
an attempt to shift the NZPS from ‘old management culture’ to ‘new leadership cul-
ture’, along similar lines to those described by Braich and Richardson (2001). The
new capability foci and levers of this NZPS leadership and performance culture
change proposition are detailed in Table 7.7 below. To support the growth of this new
culture, and to make a significant contribution to the dual strategic imperatives, the
CIMD was built as a ‘learning centre’, a new format positioned as a ‘fourth genera-
tion’ extension of the historical Development Centre design frameworks outlined by
Griffiths & Goodge (1994) (see Table 7.8).

DesiGN FEATURES OF THE ‘LEARNING CENTRE

Examples of the additional ‘fourth generation’ ‘learning centre’ design features
employed in the CIMD are represented in Table 7.9.

As is standard practice in assessment/development centres, the design was
informed by a set of leader/leadership competencies. These were defined by the
design team as critical for the strategic aims of the NZPS. They are summarized
in the following table. The difference here is that the competencies were produced
within a conceptual framework that integrated them to form an idealized and aspi-
rational view of a NZPS chief executive role.

NZPS Leader/Leadership Competencies
The eight competencies fit naturally into three interdependent categories:

Strategy and purpose:

1. Strategic leadership
2. Leading capability building

This competency group indicates how attuned people are to the wider environ-
ment within which they operate, with a particular focus on developing strategy and
human capability within and for the NZPS.
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Table 7.7 CIMD & NZPS Leadership Program Value proposition — Driving
the NZPS leadership culture and performance forward

From

To

Capability focus

B Individual agency
development strategy

B Tactical and operational
management
development

B Managers of distinct
functions

W Partial focus on critical
issues by single agencies

B Reliance on raising
organizational
performance through
measurement

B Intra-agency relationships

Capability levers

B External course
attendance by few

B Passive learning or
learning by osmosis

B Wait and see mechanistic
succession planning

B Fishing for leadership
capability

B Chief executive role as
the end of the learning
process

B Ex-officios as retirees

Capability focus

Building whole of NZPS capability

Strategic change leadership learning

Leaders of strategic systems, processes
and integrative projects

Systemic problem solving using
multiple agency solutions

Driving performance upward by sharing
knowledge and best practice outcome
achievement

Inter-agency relationships and
networking

Capability levers

Learning organization facilitation for
many

Active learning through the experience
of leading real strategic change

Active support of talented peoples’
self-driven career and development
management

Hunting and then herding a talent pool
Chief executive role — a transition point
in lifelong learning, including work as
coach or mentor to others

Utilization as sages and mentors for
other generations of NZPS leaders

Implementation and delivery:

3. Leading political/stakeholder interface and alignment

4. Leading change
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First Second Third
generation generation generation
Participant Minimal — Feedback to Joint decision
involvement participants participants at making on
simply take end of centre, competencies
tests sometimes displayed after
after each each exercise
exercise
Exercises and Off-the-shelf Mainly off-the- Mainly real-
tests exercises and shelf exercises life business
tests and tests problems
Development Little — perhaps Some time More time
planning part of centre given on the given on the
feedback centre to centre with
planning with significant
monitoring monitoring
and support and mentoring
afterwards afterwards

These competencies represent the application and implementation of strategy
within the political and organizational context.

Relationship and culture:

& N

Intellectual leadership

Leading culture building

Building relationships, communications and reputation

Building personal learning and development

These elements concentrate on a more personal set of skills and behaviors.

Each competency area plays a part in reaching the potential of a strategic project
or initiative. For instance, relationships determine the acceptance of strategy that
in turn drives implementation. The integration of competencies appropriate to the
environment and situation generates the energy, the ‘X’ factor that becomes the dis-
tinguishing mark of the individual chief executive and/or the leadership team.

To reinforce the new leadership cultural and performance drivers for the NZPS,
the CIMD is in essence an experiential leader/leadership learning process that
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Table 7.9 Some characteristics of ‘fourth generation’ ‘learning centre’
design principles employed in the CIMD

Fourth generation ‘learning centre’

Participant Open-book approach to centre material, scenarios and
involvement competencies (with one surprise for assessing some
‘change leadership’ competencies). Participants are
encouraged to bring extra leadership and strategic topic
material with them, can access more if required whilst at
the centre and are asked to share it with fellow participants.

Exercises and | All scenarios are linked to produce a ‘week in the life” of a

tests chief executive and address a live strategic leadership issue
that the business and sector is facing. Focus is on providing
strategic, tactical and operational solutions generated
individually and in teams. Participants own the leader
psychometric results, which are not seen by observers, and
build these in to their own career thinking.

Development | Participants are encouraged to profile themselves against

planning the competencies before, during and after the centre
using learning partners. Participants build a development
solutions bank over time for ideas on exploiting strengths
and building from weakness. Peer feedback is used during
the centre. Participants prepare their own assessment and
development report prior to feedback.

Leadership Learning to learn about leadership using different media and
learning sources: academic journals, business publications, peers,
ex-chief executives is an integral part. Community of interest
is established by involving current and ex-stakeholders in
the centre, in this case: senior government ministers, ex-
Parliamentarians of different political persuasions, current
affairs journalists, current chief executives (as observers),
private sector chief executives. The scenario link topic is a
live strategic issue of concern to everyone and has immediate
relevance for the participants with high face validity (i.e.
people capability building). Corporate and operational mix of
participants forces exploration of the links between strategy,
tactics and operational implementation. Participants produce
a working document to take back to their organization and
are encouraged to live with the subject matter using centre
peers in informal ‘action learning’ sets (Pedler, 1991).
(Continued)
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Table 7.9 Continued

Fourth generation ‘learning centre’

Career Participants are encouraged to share career stories with all
options the contributors to the centre (over 30 people at all stages
insight of career as a leader). This also creates an immediate career

network. Corporate and operational mix of participants
offers exposure to different career paths. Values and
emotional intelligence are combined with a personality type
measure within the context of ‘Is this the role | really want’?

provides peer challenge, self-revelation and team learning in a safe environment. The
design is set within the context of the future NZPS: its environment and national
issues, its ethos, ethics, cooperative action and consultation. The design team set
new expectations for both participants and observers by creating a cultural ‘spirit’
for the CIMD that mirrors this future organizational philosophy and culture. This
is reflected in the following principles for the centre (which are made explicit to all
participants). The culture principles (based on the value proposition in Table 7.7), as
communicated to the participants and their observers, are shown in Table 7.10 below.

In essence, the overall philosophy of this ‘learning centre’ (which we believe
illustrates a ‘fourth generation’ design) may be summarized as follows:

(i) The CIMD is a learning environment designed to support participants and for
you each of them to support their colleagues.

(i) The people capability theme is designed to stretch and build participants’ stra-
tegic, tactical and operational thinking and action planning in different ways.

(iii) The outputs are intended to be of benefit to each and every stakeholder.

(iv) The design and construction is based on highly contextual simulations to
expedite learning transfer.

(v) All the data, development techniques and coaching principles are passed to
participants — this is an open-book experience.

The context within which this philosophy is implemented is one in which the
intention is to share learning and experience to build you and your colleagues capa-
bility of each participant, both as individual leaders and as part of a leadership
collective. In doing this, high-performance teamwork focused on stretching and
relevant strategic NZPS tasks is paramount. It follows that participants will be
working with each other for continuous engagement on thorny common strategic
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Table 7.10 CIMD ‘learning centre’ culture principles

Principle Statements
Leaders drive — We have built a leadership learning vehicle for you,
development but you have to drive it to receive the benefits

— The most effective leaders seek out and convert
learning stretch experiences, of which the CIMD is just
one learning event

— Leaders learn by asking themselves, who am | as
leader, how can | add value to those | work with, from
whom can [ learn about myself?

— Experience of the CIMD indicates that the greater the
drive for learning amongst participants, the higher the
quality of outputs

— The CIMD has already demonstrated that it can release
leadership potential, take personal responsibility for
team process and own your own behavior

— Putin as much reflective effort as you can, leadership
and high performance teamwork is about the process
of continuous learning about each other’s ways of
operating, as well as content outputs

Real tasks — Although the scenarios are built to simulate some days in
with real the life of a Chief Executive, this is not role-playing
expectations — The observers, guest speakers and visiting

Parliamentarians/Chief Executives will want to see you
demonstrate high-quality thinking and outcomes from
the tasks you are asked to carry out

— The CIMD is learning by doing!

Leadership — No one will present you with a leadership baton
opportunities — Emergent leadership combined with appropriate
abound followership can be demonstrated in the team

exercises as well as the three individual scenarios

— Building other peoples leadership is just as important
as building your own

— Focus more on creating a high-performance learning
team along the lines spelled out by Katzenbach (1998)

— Try some new leadership techniques, better to
rehearse them here than in real life

— Challenge the orthodoxy — freshness of ideas and
approaches will be welcomed

(Continued)
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Table 7.10 Continued

Principle Statements
Your country — The people capability building theme at national level
needs you has been endorsed by the Prime Minister
— The link between this and the NZPS is critical, explore
it fully

— No matter what the focus or size of your organization,
as a potential chief executive you need to address
people capability — make linkages with each other in
utilizing this finite resource

— Leadership around building your own capability
alongside that of others you work with is self-
sustaining and enhances your ability to continuously
deliver to your stakeholders, clients and customers

issues. To achieve the desired outcomes, it is also essential that participants under-
stand that competition on ideas is required, not between people. If new behaviors
and mind-sets are to be acquired, it is also essential that participants are encouraged
to use the ‘learning centre’ as a chance to experiment with different leadership tools/
techniques and leader skill and style tactics. The second component of the change
leadership development package is now described.

DEsIGN FEATURES OF THE ‘LEADERSHIP PROGRAM’

Kaore he mutunga mo nga akoranga reo me nga tikanga a te iwi Maori.

There is no end to learning (of Maori language & culture).

By the end of the formal development program, lasting approximately nine
months, participants will have strived to meet the following objectives:

B Identified and progressed their stage of development as a leader.

B Put in place strategies to continuously improve personal and organizational
effectiveness.

B Sourced, assembled and used a range of leadership concepts, tools and
techniques.

B Lead a change leadership project, certainly for their own organization and
perhaps the NZPS.
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B Actively contributed to the development of learning peers and work colleagues.

B Enhanced their own performance and alongside this the capability of their team,
organization and operating environment.

B Learned how to continuously lead and influence the NZPS at a strategic level.
The unique principles of this leadership program:

B Weaves together best practice leadership concepts, tools and techniques, intro-
duced by influential speakers from around the world, within the context of NZ
and the NZPS.

B Uses real NZ and NZPS experiences and case studies, delivered by the people
responsible for them.

B Utilizes and enhances MDC leadership resources and NZPS learning networks.

B Concentrates on putting personal leadership and leadership knowledge into
action.

B Places the onus on the participant to drive their own and others leadership deve-
lopment, with the support of coaching and mentoring, where sought and available.

B Develops six critical personal effectiveness levers.

B Tasks participants to produce demonstrable evidence of leadership behavior
change alongside identifiable development of their own organization and per-
haps the NZPS.

B Results in a tangible strategic consultancy input for the sponsoring organization.

The program stages and timeline are set out in Figure 7.2 below.

The formal input consisted of five 1-day primer modules as described below:

DAY 1 — Module 1: Worldwide leadership trends and the New Zealand context

Summary: Leadership trends, NZPS purpose and context, leader development
processes.

DAY 2 — Module 2: Personal leadership

Summary: Leadership and teams, leader self-knowledge, vision, values, culture
and reputation building as key strategic leadership tools.

DAY 3 — Module 3: The strategic change leader

Summary: Producing personal and organizational strategies for different forms of
stakeholder/customer relationships, clarifying change leadership roles/approaches.

DAY 4 — Module 4: Change leadership toolkit

Summary: Change leadership tools, techniques and best practice (personal, orga-
nizational and across the NZPS), including people capability building approaches.

DAY 5 — Module 5: Creating the future — NZPS leadership in action

Summary: NZPS leadership — future perspectives and action plans to enhance
your value to stakeholders and customers.



Stage 1

Stage 2 Personal Levers —being’Intellectual capital —‘knowing’

Stage 3

MDC -Leadership Programme
“Leading in the NZPS —a personal journey”

Integrative action —‘doing’

W T~+~30= ©

Figure 7.2 MDC - Leadership Program ‘Leading in the NZPS — a Personal

Journey’.

Table 7.11 Personal levers and sources of evidence

‘Being’ of
leadership

Examples of
potential data
sources

Data
collected

Change
actions by me

Self-awareness

Leader as
learner

El; 360° comparative
results; mentor;
Belbin Team Role
(validated by team
peers); CIMD; LP
peers; partner

Learning journey
milestones,
achievements and
plans (‘knowing’
gaps); action
learning; completing
this portfolio

(Continued)
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Table 7.11 Continued

‘Being’ of Examples of Data Change
leadership potential data collected actions by me
sources
Values and Career anchors; your
beliefs own leadership
philosophy; team
climate and culture
surveys
Interpersonal El; LP peer feedback;
intelligence mentor; team

Communication
skills

Behavior
modeling

climate and culture
surveys

360° feedback; LP
peer feedback;
coach; team vision,
focus and outcomes

360° feedback; LP
peer feedback; team
climate and culture;
mentor; ‘doing’

For working on personal change, participants were encouraged to address the six
personal development levers described in Figure 7.3 and Table 7.11 above, which
explains how to capture and measure the learning gained for ‘being’.

An example of a development plan for the above is included below .

I Development goals: six critical personal effectiveness
levers

A. Self-awareness (I know myself — my identity matches my reputation)
I will continue to reflect on my performance, past and present, to fine-tune
my understanding of myself, consciously enhance strengths and develop the
rest (interpersonal skills that allow maximum development for team members
including risk-managed delegation; consolidate confidence in intuitive deci-
sions; be an enabling coordinator/leader).
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MDC -Leadership Program
“Leading in the NZPS -a personal journey”

Figure 7.3 Personal development levers defined.

B T will seek specific feedback from past and present team members. I will

seek specific feedback during MDC coaching sessions, and from group
members.

I will be looking for specific feedback on my reputation to check against
my own view of self, looking for confirmation as well as evidence of
instances where I may have acted ‘against type’.

By December 2002, I will be able to describe myself with greater accu-
racy, and point to specific development.

B. Learning as a Leader (I know what I don’t know and have mechanisms in place

to continuously fill the gaps)

Organizational issues — my own and NZPS-wide

I want to deepen my understanding of my own Ministry’s formal and informal
structures and processes; add to my knowledge of other agencies and sustain

and extend contact networks on issues of organizational improvement.

B T will continue to learn in the key project context, and offer myself as a

continuing resource to the management post-July 2002.
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B I will volunteer to be involved in my organization’s Statement of Intent
exercise for 2003/04 FY; also its work on the Review of the Centre.

B 1 will join as many organizational improvement events as possible.

B T will sustain my relationships with (corporate) leaders/managers.

B T will seek material from MDC on upcoming seminars, events, resources etc.

Management/leadership

I want to contribute to the development of a Ministry ‘best practice’ template

for divisional managers and in my own division.

B I will trial new management/leadership ideas (including from the MDC
course) with ENV team and practice those that work (seeking specific
feedback from DSP3 and team).

Plugging gaps

I want to plug gaps in my skill base, including looking to my future career

options.

B I will connect with the Maori network and issues, and develop better
personal knowledge of te reo and tikanga Maori.

B I will seek opportunities to improve my Spanish (keeping posting
options open).

B T will seek opportunities to improve my understanding of trade policy
issues (e.g. through trade and environment agenda, a short course).

By December 2002, I will have checked off all the above, and set new goals

for learning in 2003.

C. Values and Beliefs (I know what I represent and what is important to me, my
personal leadership philosophy and beliefs are...)
How will you ensure that these are made obvious to those who work for/with
you?

Results

Quality

Hard work

Work/life balance

Respect

Responsibility

Fairness

Credit as soon as credit is due

Deal effectively (fast) with shortfalls in performance

Diversity — not sure what you mean by this?

The above will be touchstones for me this year, to be reviewed and adjusted

when needed. I will aim to add authentic values that emerge from progress

toward my development goals.
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D. Interpersonal Intelligence (I am attuned to the key relationships in my environment)
I will strengthen my ability to relate well up, down, sideways, internally and
externally and want to develop more ‘quiet’ in my approach to team members,
especially those who might find me a hard taskmaster.

B T will spend more time listening to and guiding my team, and resist revert-
ing to the ‘technical expert’. This will challenge my team to take maximum
responsibility for their issues and the quality of their results, and develop
their capacities for good judgment/decision making. I will be looking for
feedback that says ‘he/she delegates work and trusts us to deliver’.

B I will treat seriously and spend time exploring with team members their
hopes and aspirations (and not just for work) and actively guide/assist where
I can. I will be looking for feedback that says ‘he/she supports — with words
and deeds — my progress within this Ministry and beyond’.

B I will improve my effectiveness with Maori staff by learning how to create
the best environment for their development and success. I will be looking
for feedback that says ‘he/she understands, respects and supports Maori staff
development in this Ministry’.

This conversion of goals into what others would say (your reputation) is

superb.

By December 2002, I will have checked off all the above and set new goals for

learning in 2003.

E. Communication Skills (I connect with, express my thoughts and feelings to and
influence others effectively)

I want to learn how to influence more subtly/indirectly so that team members

have more ownership of decisions reached.

B I will lead more than direct team members to the right approaches and
decisions

Concentrate on why and what leaving your team to look after how and when?

B I will prepare for significant meetings with team members by ‘thinking in their
shoes beforehand’ and tuning my approach sensitively: Why not let them help
you with the preparation and rotate the meeting leadership responsibility?

B [ will trial different ways of influencing Ministers, tuned to their ‘learning’
styles.

I will keep a checklist of my ‘hit rate’ to allow me to tune my approach to each

individual team member/Minister.

Behavior modeling (I practice what I preach)

I will be a good match to my values and beliefs, and consciously measure these

against those of my organization.

B I will deal quickly, thoughtfully and effectively with situations where these

are at risk or compromised whether by my own or others’ behavior.
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B T will be looking for specific feedback on my reputation to check against my
own view of self, looking for confirmation as well as any instances where I may
have acted ‘against type’ and learn from the latter.

By December 2002, I will be able to describe myself with greater accuracy, and
point to specific development.

The LDC programmes continue to be evaluated and shaped in light of shifting
sector and customer demands, whilst much of the original design work contin-
ues to inform learning process alterations.

This concludes the description of some example cases reflecting a variety of
applications of our core principles and practices for developing change leaders.
We now turn to some important considerations for the organization in how it
sets about evaluating change leadership development activity, wider consider-
ations of who such development should be for and an overall framework for
embarking on the development of change leaders.
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Part 3

Organizational
Considerations

I Introduction

In Part 2 we focused on exploring approaches to developing change leadership
capability. However, it is also important to consider the context in which the devel-
opment is occurring. Part 1 set a fairly broad context for change leadership develop-
ment in terms of general drivers of change and implementation challenges. Part 3 of
this book examines specific organizational considerations.

Within an organization there is always a debate around the overall value of any
developmental intervention. This is no different in respect of change leadership devel-
opment. Chapter 8 in Part 3 focuses on issues relating to the evaluation of change
leadership development interventions. In particular it explores the metrics which can
be used in evaluation. Measurement is always a challenge; particularly identifying
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metrics which are meaningful and we explore ways in which the challenge may be
met. Throughout we emphasize that the focus needs to be on assessing the impact
of the change leadership development on change implementation through people. We
also argue that metrics should be used throughout the development process to review
progress and provide data which can be incorporated into the process in the form of a
feedback loop, which we represent in our framework for change leadership develop-
ment in Chapter 10.

Developing change leadership capability effectively requires considerable invest-
ment of time, effort and resources. It is important this investment is protected in
terms of retaining the capability within the organization and ensuring it is deployed
in areas in which optimum value can be added. Chapter 9 explores this challenge as
one aspect of a broader talent-management strategy for the organization. It draws on
research into talent management and lessons from organizational practice. Against
the broader talent-management background the chapter examines how change lead-
ership talent can be integrated with a talent strategy, together with considerations of
the balance between line management and HR function accountabilities.

Chapter 10 in Part 3 presents an overall framework for considering change lead-
ership development which builds on the interactive model outlined in Chapter 1.
The interplay between change leaders and their context is examined through explor-
ing a range of questions relating to leadership components and organizational
context in terms of:

(i) What do we need?
(ii) How do we assess what we have (and potentially have)?
(iii) How do we use this assessment?
(iv) How do we change contextual factors to support new behaviors?

(v) How do we build leaders’ capabilities to understand and respond to the
dynamic between their practices and the organizational context?



Evaluating
the Impact
of Change
Leadership
Development

g J19)dey)H

The quality of a leader is reflected in the standards they set for themselves.
Ray Croc (1902—-1984)

I Introduction

Sometimes what counts cannot be counted, and what can be counted does not count,
although in the case of change leadership development it would be remiss not to
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try. Many companies find the market is valuing them much more, or less, than the
sum of their net tangible assets. The importance of intangible assets such as brands,
relationships, knowledge and communication technologies continues to grow and
central to this is leadership of people. For a full account of approaches to assessing
‘people value’ see Print (2004).

Leadership is regarded as the key enabler in the European Foundation for Quality
Management (EFQM) Business Excellence Model (EFQM, 2000) and therefore
central to private, public and third-sector development initiatives. However, little
attention has been paid to the impact of leadership development programs for mea-
suring return on investment (ROI) beyond the Kirkpatrick (2006) evaluation model
below. Although there is enormous annual global expenditure on leadership devel-
opment, very little attention is generally paid to evaluating what ‘change’ actually
takes place as a result. For example, all our case studies mention the aim of moving
an organization’s or sector’s culture in a different direction, either explicitly (which
is a good start) or implicitly (which is not clear enough), without determining in
advance of the program what ‘impact’ measures will be applied to assess program
developers and their participants.

In this chapter, we outline examples of change measures which can be applied at
the individual, team, relational and organizational levels, so providing a menu for a
more appropriate and comprehensive evaluation process which the change leaders
themselves can initiate, track and review.

THE KIRKPATRICK EVALUATION MODEL

(http://www.cipd.co.uk/train/in-company/_progs/_kpevalmdl?cssversion=printable)

Reaction: how participants have reacted to the program
Learning: what participants have learnt from the program

Behavior: whether what was learnt is being applied on the job

S PR

Results: whether that application is achieving results

Level 1: Reaction

Testing the initial reactions of the participants to the program. It is important that we
gain a favorable reaction in order that participants are motivated to learn. Potential ways
this could be tested:

m  Program evaluation sheets
m  Face-to-face interviews

®  General participant comments throughout the program.
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Level 2: Learning

Measures the extent to which participants are learning in line with program objectives
such as increase in skill or knowledge, change of attitude and/or behavior, early appli-
cation of new learning. Potential ways this could be tested:

m Individual preprogram and postprogram tests for comparisons
m  Observations and feedback by tutors, line managers and/or peers
m  Assessment of action-based learning such as role plays and work-based projects.

Level 3: Behavior
Measures the extent to which a change in behavior has occurred, as a result of the pro-

gram. Potential ways this could be tested:

Individual preprogram and postprogram tests or surveys
Observations and feedback from others
Focus groups to gather quick useful information and knowledge sharing

Face-to-face interviews.

Level 4: Results

Measures the final results that have been achieved because of the learning acquired
from the program. Includes final evaluation of the program objectives. Potential
indicators:

Tangible results

Reduced costs
Increased sales
Increased profitability

Reduction in employee turnover over a set period.

In-tangible results

Positive change in management style
Increase in engagement levels of direct reports

Positive changes in general behavior

Favorable feedback from peers, subordinates, customers.

A systematic review of all the literature on poor adoption of promising practices
across UK organizations by The Advanced Institute of Management Research, e.g.
Total Quality Management (TQM), supply-chain partnering, discovered the primary
enablers of take up included commitment from top management and levels of moti-
vation and involvement of the workforce plus, most prominently, nurturing a culture
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where employees were open to change and motivated to try new ways of working.
Any Boardroom conversation seeking assistance with change invariably ends up
focusing on leadership and employee engagement.

However, the fact that 59% of UK leaders dismiss the need for formal leader-
ship-management training (UK Leadership Forecast 2005/2006, CIPD and DDI)
means the improvement agenda may not sit highly on the list of change leaders’ pri-
orities at a time when almost a third of UK employees do not feel engaged by their
employers (‘What people want’, Trades Union Congress — YouGov survey reported
in The Independent on 1/9/2008). It is therefore rare for leaders to have a clear set
of less tangible change measures which they can use to track their developmental
progress when executing strategic shifts.

But on such a business journey, how might change leaders prove to themselves
and skeptical onlookers that their personal and organizational change actions are
bearing the desired fruit? In effect, the data sources listed below make the intan-
gibles tangible, the implicit explicit and assist with tracking leaders’ attempts to
secure competitive advantage through people via change leadership development.

I Impact diagnostics

The diagnostics listed below can be used as forms of evidence to assess movement
in the deeper personal and organizational culture programming as change leadership
unfolds, where this ‘people glue’ holds together the connections between organiza-
tional purpose, strategy and business plan performance. They are listed according to
their suitability for use at the individual, team, relational and organizational levels.
Before describing these, we begin with an overall measure of ROI on the consider-
able sums spent on developing change leaders:

Evidence of transfer of change intervention learning from training/development
programs back to the workplace.

Most organizations invest 1%—4% of total payroll in staff training. Sometimes, the
figure is even higher. Associated costs and time add to the total investment. Despite
this major investment, research shows that most organizations rarely go beyond
basic evaluation of training, so they do not know the actual return. When they do
undertake an evaluation, organizations frequently set out to simply ‘prove’ what they
want to know — to give credence that the current training is on the mark. They do not
get an accurate picture, they get a ‘positive spin’ that is ultimately useless in driving
successful learning transfer in the long run. Even more disturbing, evaluation that
does take place often shows that a mere 10%—20% of what is learned actually results
in changed on-the-job behavior. Learning transfer seldom takes place effectively and
much of the investment is wasted. Figure 8.1 outlines 8 measurable factors which
make up the Learning Transfer Evaluation tool.
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2. Motivation to learn

T
R
A T
| S ffetvatonto Individual
N factors
|
N o
Training program G 4. Itaersc;nal ability to L =T, 210
factor ransier transfer outcomes
1. Program |:> |:> 8. Learning and
const,ent/design RSB behavior
c change
o
U 6. Manager support Work
R and coaching environment
S factors
E

7. Organizational
climate for transfer

Figure 8.1 The Learning Transfer Evaluation model together with its eight
evaluation factors.
Source: Concordia International Ltd.

INDIVIDUAL MEASURES

Without some way of assessing personal behavior change in becoming a more
effective change leader over time, it will be difficult to justify anyone’s involvement
in development. For the person undergoing change development, identifying a clear
start point is also necessary.

A The ‘Leadership Dimensions Questionnaire’ (the Emotional
Dimensions — EQ were covered in Chapter 3)

Three different change leadership styles are identified within Higgs and Dulewicz’s
model:

(i) Engaging leadership
A style based on a high level of empowerment and involvement appropriate in
a highly transformational context. Such a style is focused on producing radical
change with high levels of engagement and commitment.

(ii) Involving leadership
A style that is based on a transitional organization that faces significant but
not radical changes in its business model or ‘modus operandi’.
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(iii) Goal-oriented leadership
A style that is focused on delivering results within a relatively stable context.
This is a leader-led style aligned to a stable organization delivering clearly
understood results.

Intellectual dimensions (1Q)

A Critical Analysis and Judgment

A critical faculty that probes the facts, identifies advantages and disadvantages
and discerns the shortcomings of ideas and proposals. Makes sound judgments and
decisions based on reasonable assumptions and factual information, and is aware of
the impact of any assumptions made.

B Vision and Imagination

Imaginative and innovative in all aspects of one’s work. Establishes sound pri-
orities for future work. A clear vision of the future direction of the organization to
meet business imperatives. Foresees the impact of external and internal changes on
one’s vision that reflect implementation issues and business realities.

C Strategic Perspective

Sees the wider issues and broader implications. Explores a wide range of rela-
tionships, balances short- and long-term considerations. Sensitive to the impact of
one’s actions and decisions across the organization. Identifies opportunities and
threats. Sensitive to stakeholders’ needs, external developments and the implica-
tions of external factors on one’s decisions and actions.

Managerial dimensions (MQ)

D Resource Management

Plans ahead, organizes all resources and coordinates them efficiently and effec-
tively. Establishes clear objectives. Converts long-term goals into action plans.
Monitors and evaluates staff’s work regularly and effectively, and gives them sensi-
tive and honest feedback.

K Engaging Communication

A lively and enthusiastic communicator, engages others and wins support.
Clearly communicates instructions and vision to staff. Communications are tailored
to the audience’s interests and are focused. Approach inspires staff and audiences.
Communication style conveys approachability and accessibility.

L Empowering
Knows one’s direct report’s strengths and weaknesses. Gives them auton-
omy, encourages them to take on personally challenging and demanding tasks.
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Encourages them to solve problems, produce innovative ideas and proposals and
develop their vision for their area and a broader vision for the business. Encourages
a critical faculty and a broad perspective, and encourages the challenging of exist-
ing practices, assumptions and policies.

M Developing

Believes that others have potential to take on ever more-demanding tasks and
roles, and encourages them to do so. Ensures direct reports have adequate support.
Develops their competencies, and invests time and effort in coaching them so they
can contribute effectively and develop themselves. Identifies new tasks and roles
that will develop others. Believes that critical feedback and challenge are important.

P Achieving

Willing to make decisions involving significant risk to gain a business advantage.
Decisions are based on core business issues and their likely impact on success.
Selects and exploits activities that result in the greatest benefits to the organization
and that will increase its performance. Unwavering determination to achieve objec-
tives and implement decisions.

B ‘Personal Brand Values’ — Assessment of a leader’s and employee’s
likely level of engagement given diverse values (the history and
makeup of the six values was covered in Chapter 4)

The ability of a leader to release discretionary motivation during change will be
dependent on their understanding of and communication—connection with people’s
primary drivers. A values diagnostic which captures six contemporary personal,
business and societal values systems/agendas will address the current reality of
work and life in the twenty-first century and can be mapped onto matching univer-
sal leadership styles as described in Figure 8.2.

By providing a measure of how important these six values systems are to lead-
ers, the PBV tool builds a baseline and better understanding of the diversity and
strength of different drivers and beliefs across a business, organization or sector. It
helps leaders clarify their personal values and judge how aligned they are with the
organization’s and other employee’s values.

Given the frequency of mergers and acquisitions and the changes these generate,
the PBV can be used to assess how all the elements of the change process, e.g. key
staff changes, change leaders/managers deployment, have affected the distribution
of the personal values across the business, where the new organization has set out to
change the ways of working.

The diagnostic can be used to produce a gap analysis between ‘identity’ (the val-
ues you say you hold) by self-assessment, and ‘reputation’ (the values you portray
through your behaviour), through other’s assessment. It can identify predominant
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The bottom line of the diagram indicates the related 6 ‘Globe’ leadership dimensions
Choosing your leader and the way you live your work and life
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Figure 8.2 Personal Brand Values model — PBV.
Source: Copyright Concordia International Ltd.

values in particular functions or parts of a business and then be correlated with
leadership/organisational performance and/or levels of employee engagement, thus
providing a unique OD tool.

Likewise an organisation’s espoused values (found in corporate or profes-
sional public values statements) can be compared to senior leaders and/or employ-
ee’s values, giving OD and change leadership work in this area a ‘reality’ check.
Partnership working would be another avenue to explore — with the PBV used as a
dialogue facilitation device for critical relationships with key stakeholders. Finally,
it can also be used for designing internal and external ‘marketing’ communications.

C Measure of how leaders transition to become effective
change leaders (‘Expert Orientation’) by building long-lasting core
organizational capabilities (Catherine Hayes Partnership)

This is a means of tracking the overall progress of individuals who are on fast-track
and/or succession development programs, or who view a change leadership career
as a longer term proposition, mainly driven by experience (Figure 8.3).
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Organisational Core Capabilities

Production Project Relationship Expert
orientation orientation orientation orientation

Seeking and bringing cutting edge

ideas and specialist knowledge and

skills to the business to pre-empt

new and resolve persistent problems.

— Inquisitive

— Authoritative

— Autonomous

— Tenacious

— Restless for
knowledge

— Filtering, translating, framing,
signalling

— Assimilating and analysing data

— Exploring, researching and
probing within a particular field of
expertise

— Who do we need to get to
know to use our knowledge?

— What makes our specialist
knowledge relevant here?

— Intense

— Occasional

— Select

— May be initiated by others

— How to make specialist
knowledge accessible and
intelligible

— How to support others without
fostering dependence

— How much expertise is
necessary and sufficient?

— Leading versus responding

— Theory versus practice

— Dependence versus
independence (of clients and self)

— Newydifferent approaches to
applying knowledge

— Tendency to pay inadequate
attention to relationships

— Can exclude others through the
use of jargon

— Can be dismissive of non-
experts

— Has difficulty applying 80/20 rule

— Solve or work around
uncertainty in an attempt to
move things forward

Figure 8.3 Organizational core capabilities.
Source: Copyright Catherine Haynes Partnership.

TeAM MEASURES

Leadership is rarely a sole enterprise. Indeed a critical mass of collective and dis-
tributed leadership is more likely to posses the necessary force to shift and shape
organizations, as we pointed out in Chapter 5.
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A ‘Leadership Culture Display’ (for Board, senior executive teams
or management cohorts — this has also be adapted for individual
assessment — examples of the behaviors were outlined in Chapter 5)

Developed by Concordia International Ltd. with underpinning research led by
Aitken (2004), based on transformational, transactional and dysfunctional (for
sustained business performance) collective leadership behavior. Creating a culture
of excellence is all about making positive gains in people performance over time.
Leadership teams must themselves champion transformative behaviors. By doing
so, they will positively drive employee performance and consequently, business
results. The Leadership Culture Display (see Figure 8.4) can be used to graphically
illustrate the alignment of individual leader’s behaviour with the rest of the lead-
ership team — assessing whether their current focus is on future improvement, the
here and now, or simply treading water.
The diagnostic:

B Shows the type of culture the leadership team displays and the potential culture
impacts on the people they lead.

Transformational Leadership culture — focus on future improvements

Leadership culture — focus on the here and now

Performance
challenge
ensuring on-going

performance is
attended to Going forward

Ready to go

. Stopped

Dysfunctional Leadership culture — treading water

Figure 8.4 Leadership 360 model — L360.
Source: Concordia International Ltd.
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B Reveals differences in perceptions across a group of executives, and between
leaders and employees about the prevailing leadership culture.

Raises areas of tension or conflict, for discussion and positive action.

B Offers fresh insight into connecting the actions of each leader and their team consid-
ered as a whole — essential for a culture of sustained excellence and achievement.

B C(larifies strategies for leadership teams to deliver their business goals.

B Throws light onto any risks due to unfocused or inconsistent leadership.

B Offers the knowledge to drive collective, aligned leadership at all levels of the

organization.

For a change leadership team modus operandi overview, the following behavior lists
can be used to assesses the transition of an executive group or management cohort
from being a ‘Management Group’ to becoming a ‘Leadership Team’ (Aitken, 2004).

This is particularly useful for assessing the change leadership’s fitness for current
and future purpose. Invariably, a different mix of behaviors from both columns will
be required for different business circumstances, e.g. in difficult trading conditions,
the shorter term focus represented by the management group behaviors may be nec-
essary (although not for too long and not to the exclusion of some appropriate lead-

ership team behaviors).

Management group
(transactional)

Business units focus, drawing
on ‘silo” thinking, and
individual accountability
for line performance

Appears energized by
competition for resources,
results and sometimes favor

Contributions usually based
on formal organization
structure, seniority and
meeting process

Essentially provides for the
round table input of expert
and/or functional reporting

Leadership team (transformational)

Focus on stakeholder environment,
across business systems and leadership/
management functioning — driven by
strategy and improvement

Energized by commitment to common
purpose, goals and complementary and/
or integrated ways of working

Variety of inputs from senior management
team (SMT), other leadership teams,
individual initiatives and external insights

Uses the diversity of know-how’s,
experience bases and business insights
to build leadership team culture and
capability
(Continued)
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Process encourages Process builds trust and capacity for shared
relationships based mainly learning and problem solving
on contractual obligation

Direction and motivation Leadership shifts relevant to sub-teams,
provided by, or sought specialist tasks and as a possible leader
from, single leader, e.g. the learning opportunity

chief executive

The above can be supplemented by the following assessments:

Increases in the ratio of ‘time spent leading’ to ‘time spent managing’.

B Degree of switch from individual function, to cross-functional, to global busi-
ness focus.

B Reduction in the number of process breakdowns.
B Reduction in the number of change initiatives.

B Changes in career path and infrastructure in support of a new generation of
cross-functional leaders.

B Equal comfort of management team members in representing functional, divi-
sional and corporate activities and results.

B Sustained increases in the level and breadth of employee comittment and
engagement (see Organizational Measures).

RELATIONAL MEASURES

A Trust in the change leadership relationships
(Aitken and Platts)

As this is a very new but significant area in terms of relationship impact measure-
ment, we have provided some background to its development, just as we did for the
PBYV and the Leadership Culture Display (LCD) in Chapters 4 and 5, respectively.

Trust is seen as one of the primary contextual variables that separate successful
from failed organizational interventions. Trust reduces conflict and facilitates com-
munication and problem solving. Trust also allows for a free flow of information and
learning. Low trust environments repress organizational learning by stifling commu-
nication, creativity and experimentation. Trust requires a willingness to invest our
faith in others or in institutions. Trust is reciprocal and mutually reinforcing.

In other words trust underpins many common business transformation ideas,
including corporate reputation building, knowledge/intellectual capital management,
team transformational leadership and the networked or learning organization. On a



Chapter 8 Evaluating the Impact of Change Leadership Development 241

more general note Will Hutton (The Work Foundation) calculated a daily average
of 17 mentions of the word trust in the Guardian and Observer newspaper business
columns throughout 2003, compared with only 6 in the previous five years. The ‘fat
cat’ syndrome, corporate accounting malpractice, the war in Iraq and most recently
the expenses claims of UK parliamentarians have all raised our interest and tested
our sense of trust in leaders.

So much so that the 2003 World Economic Forum (WEF) considered ‘trust and
values’ important enough to have as one of its five talking points alongside ‘corpo-
rate challenges’, ‘the global economy’, ‘global governance’ and ‘security and geo-
politics’. Indeed, an international poll commissioned by the WEF revealed that the
most trusted organizations and institutions are those without power — NGO’s and
the religious bodies — whilst the least trusted are governments and companies. As
for occupations, a 2002 MORI poll resulted in approval ratings of between 60%
and 80% for uniformed jobs, civil servants at 40%, whilst the lowest rated were
business leaders and politicians. The last decade has also seen significant falls in
employee motivation, trust and loyalty.

This is alarming because as organizational performance becomes more depen-
dent on less measurement-driven ‘intangible’ assets, such as leadership, shared tacit
knowledge and longer term stakeholder relationships, trust becomes a ‘must have’
component of business life. The UK Institute of Business Ethics (IBE) sampled 350
FTSE 100 firms between 1997 and 2001 and found ‘ethical’ companies outper-
formed others on financial measures of market and economic value added. The IBE
argues that this outcome occurs because the more these values are lived, ‘the better
and more consistent the decision making at every level, the greater the amount of
trust, the more confident and motivated the employees and the less the chance of
costly damage to the company’s reputation’.

A virtuous cycle of trust, ethical values and reputation embraces customers, sup-
pliers and other stakeholders. Attempts to construct corporate social responsibility
and triple bottom line reporting indices may in part be a response by business to
create social legitimacy for its operations. However, whether deliberate or not, the
actions taken under this banner forge connections within and between internal and
external business communities through establishing and renegotiating, as required,
mutually beneficial and trusting relationships. Thus becoming an employer and/
or partner of choice are reinforced as key differentiators in the marketplace for
employee talent, customers and preferred suppliers. Both social capital and corpo-
rate reputation are founded on trust. As a way of working, trust also encourages
people to take responsibility together for remaining ‘competent and ready’, as busi-
ness environment circumstances continually change.

If everyone wants more trust because it makes a tangible and positive difference
to our work and lives, we must be clear about what we mean by trust, how much we
need/already have/do not have and how we might contribute to creating a high trust
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environment. First what do we define as trust within business relationships, second
how do we view, measure and talk about trust and third, in a work context, how can
we develop and deepen trust?

What do we mean by trust within business relationships?

We are attempting to answer the question, ‘To what extent do individuals feel they
have an effective, enduring, trust-based working relationship with key colleagues?’

Our starting point assumes that people are predisposed to trust others, although
this will vary according to early upbringing (the successful completion of the ‘attach-
ment cycle’ between carer and infant) and a general trusting tendency (affirmation
based on the product of past experience and the factors present in previous situa-
tions). Given these conditions, we concur with Murray et al’s (2009) idea of trust
being an individual’s positive expectations about another individual’s motives with
respect to him/herself, within a situational context, entailing risk’. In this case, we
are concentrating on the degree and nature of trust in critical business relationships.

Trust in me, as Mowgli in Walt Disney’s Jungle Book and Enron stakeholders
found out, is a necessary but not sufficient precondition for sound business. We
need to seek out and be practiced at detecting the cues that indicate someone can be
trusted in their commitment to a mutually beneficial, productive, ongoing business
relationship. Leaders (and by this, we mean anyone with sufficient formal/informal
power to continually influence others in adopting a particular course of action), in
particular, need to trust and be trustworthy. Without this essential relationship ‘fire-
wire’, the work environment becomes devoid of initiative and cynical.

But how do we know how much and what type of trust is present in a Working
Trust relationship?

How to view and measure trust (using the ‘“Working Trust’” evaluation)

For each specific critical business relationship, there has to be a reason for its
existence and a desire to belong — there has to be some Tangible Needs and
Personal Wants. Of course, evaluation of these needs and wants results in the first
question and decision on ‘Do I want to proceed?’ but they also have to be recon-
sidered throughout the duration of the relationship, as circumstances change and
the relationship itself unfolds. They remain as constant factors in two ever-present
questions, ‘What is the point of my involvement?’ and ‘How much do I want to
invest in this?” Dibben et al. (2003) refer to this as ‘Calculus-Based Trust’, a ratio-
nal determination of the relationship pros and cons, although we disagree that this
only occurs during the early stages of a business relationship.

This dynamic conception of trust is also reflected in our model of Working Trust
and its essential components, i.e. the type and content of the behavior cues used
by parties for determining the level and nature of trust present. Whilst we agree
with Bunker et al. (2004) that the development of trust might have natural stages,
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e.g. knowledge of the other person may come before our identification with them
as trusted partners, our view is that as the lens through which the relationship is
perceived becomes more sharply focused over time (because we view them more
accurately, the more we get to know them), then so might be the expectations. Thus
it is conceivable that we might want to revisit our ‘Knowledge-Based Trust’ (which
allows us to predict the other parties likely behavior) once we feel more comfortable
in extending this relationship to a wider range and variety of contexts. So whatever
the stage of your business relationship, we believe that you can always learn how to
make it more mutually satisfying and productive.

But I don’t know how to talk about trust?

When you ask someone ‘Do you trust me?” and the reply is ‘Of course I do’, you
are no further forward in the relationship! Unfortunately, you are not likely to ask such
a question outright or receive a useful response. It is likely your question will be more
circumspect, e.g. “You know I always do what I say I'm going to do’, in which case
you have not even put the topic of trust on the table. Whilst a common response might
be “Why do you ask?’ a circular debate if ever there was. Discussing trust is like dis-
cussing love, you know you need to but you just cannot find the right words, or the
right time or the right emotional space to find out what you really want to know.

In love you can move on with or without emotional scarring. In working relation-
ships, the relationship pack is often already dealt, it is not easy to move on, it might
also be your job to make a critical business relationship work well, and the manner
of any breakdown or departure always leaves some reputation legacy. Better than to
know what to look out for in a relationship built on trust (you probably think your
instincts are good enough but getting this right first time, like love at first sight, is
very rare — otherwise there would be little need for contract law!). Better still if you
know what it is you are doing to either build or detract from such a relationship and
are then able to communicate this to the other person.

What do I look for in “Working Trust’ relationships?

In our model of trust, based on an extensive literature review (available on request),
organizational consulting and the development of our own business partnership, you
begin by using a checklist to determine your initial Tangible Needs & Personal Wants.
We then provide you with six core components of Working Trust behavior to focus
your own and your parties’ thoughts, actions and feelings about each critical business
relationship. Our 360 degree Working Trust survey contains all the behavioral cues for
establishing the current extent and nature of trust that exists in the relationship. General
areas of the business relationship to consider are defined below.

B Credibility and confidence in shared, added value delivery
Credibility — able to make a significant contribution to joint efforts, adding
real value to the relationship.
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Confidence — competence can be relied upon as a product of open and
constructive sharing of knowledge and experiences.

B Responsible and dependable ongoing effective contribution
Responsible — takes personal responsibility for initiating the achievement of
mutually beneficial goals.
Dependable — shows a sustained, loyal and active participation.

B Transparency and sensitivity in progressing the business relationship
Transparency — is open, congruent and consistent in their values and behavior.
Sensitivity — is empathic and adaptive in their style of working.

Remember, at various review points along the way, you may wish to reconfirm
if your initial Tangible Needs and Personal Wants are still appropriate for this rela-
tionship. Once we have assessed and reflected on the current effectiveness of our
business relationship, how can we transform it?

How can we develop and deepen trust?

The good news is that by agreeing to explore how well you are doing with your
colleagues, you have reinforced the sense that these relationships matter and have
also demonstrated a willingness to change your behavior to jointly improve how
you conduct business. In itself this builds trust. The real value, however, comes
from attending to the detail of the feedback you have received. In this way, you can
target your limited time and resources on those specific areas of the relationship
that will secure lasting benefits. Beyond this essential communication, every situa-
tion requires a different remedy.

ORGANIZATIONAL MEASURES

A Tracking corporate reputation enhancement — Harris-Fombrun
Reputation Quotient (Fombrun et al. (2000) adapted by Coombes
(2007)

The least tangible asset, but possibly the most sought after in the marketplace, is
the general feeling of goodwill which is generated by an enterprise. Change lead-
ers can quickly affect reputation for good or ill and would be wise to consider the
aspects of their potential reputational impact, outlined in Figure 8.5, as they embark
on their own development journey.

B Changes in business culture — Concordia International Ltd -
Workplace Performance Culture (WPC) Audit

The WPC survey assesses three key organizational elements that define and drive
performance culture in the workforce: (1) workplace culture, (2) collaboration and
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Feels good about
Admire and respect
Trust

High quality

Innovative . Market opportunities

Value for money Emotional Excellent leadership

Stands behind products appeal Clear vision for the future
Products Vision

and services and leadership

Social Financial
responsibility performance
Supports good causes Outperf it
Environmental responsibility Workplace Wiperiorms compettors

Record of profitability
Low risk investment
Growth prospects

Treats people well environment

Well-managed
Good place to work
Good employees

Figure 8.5 Reputation Quotient Factors (adapted by Coombes (2007)).

(3) employee engagement. Establishing an in-depth understanding of these elements,

knowing their drivers and identifying strengths and opportunities for improvement

are the first steps to achieving exceptional and sustained performance improvement.
The WPC survey provides:

B A catalyst for continual improvement in the way services are delivered.

B Identification of opportunities for greater efficiency and reduced operational costs.

B Recommendations for increased levels of engagement, commitment, productiv-
ity and employee motivation.

Accurate and robust data that identifies where and why interventions are required.

B In-depth understanding of perceptions across a range of key organizational roles
and functions, and the provision of a set of recommendations, strategies and
action steps for going forward.

As a diagnostic tool, the WPC survey provides the necessary information to:
B Identify employee perceptions about their workplace — how they feel about

working for the organization.

B Determine the people issues that impact on employee buy-in, productivity, per-
formance and engagement.

B Improve the ability to attract and retain high performing employees.
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B Highlight issues caused by different management styles and misunderstandings
that affect performance.

B Identify where unresolved conflict is negatively affecting workplace culture and
employee morale.

B Maximize the ROI in people and reduce invisible operational costs.
The results of the WPC survey will assist the organization’s leadership to improve:

Strategic planning and buy-in to the actions required to achieve strategic goals.
The identification of the cause and effect of stress, fear and bullying.

Decision making, problem solving and conflict management.

Performance management, work quality and ‘customer’ satisfaction.
Leadership and management practices.

Engagement, recruitment, retention and absenteeism.

Interpersonal skills and team functioning.
The analysis and results are grouped into three areas:

1. Workplace culture
— Communication
— My work
— Our workplace
— Conflict management
— Participation
— Support
— Leadership

2. Collaboration index
— Within teams
— Between teams
— Organizational

3. Employee engagement
— Rational
— Emotional

The WPC Audit recognizes that making positive shift in workplace culture
demands more than management or leadership training alone. Positive change
must be ‘bottom-up’ as well as ‘top—down’. Moving forward demands a deep
understanding of what employees think about the current culture, and what they
most want for the future. The WPC speedily pinpoints strengths, opportunities for
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improvement, conflict points, risks and road-blocks. Both quantitative and qualita-
tive data ensure vital information is captured.

Results are reported using clear graphical displays and comparisons. Accurate
year-to-year, and cross-industry comparisons can easily be made. You will find the
Audit is a powerful process in itself. Most of all, however, it will provide sure guid-
ance for your Board/senior management to take positive action — to build shared
enthusiasm, commitment and productivity across your workplace.

The WPC Audit:

B Delivers clear facts and data on workplace perceptions, so issues can be resolved.

B Identifies ‘why’ something is working or not working, so resources can be tar-
geted at causes, not symptoms.

B Shows differences between employee groups, allowing specific groups to be
targeted.

B Identifies gaps between what employees want and what they experience, so
areas of excellence can be reinforced and gaps addressed.

B Prioritizes actions and projects for HR and organizational development, maxi-
mizing the benefit of investment.

B Highlights any compliance and risk management issues, allowing actions to
minimize risk of claims and penalties.

B Provides consistent benchmarking over time, comparing best practices of other
organizations and ensuring your organization’s initiatives maintain momentum.

A quarterly ‘Dashboard” WPC snapshot can also be used to track movements
related to specific change interventions instigated by change leaders.

C Measures of workplaces conducive to changing diversity, e.g.
women (Concordia International Ltd — Women in the Workplace
questionnaire)

Women are under-represented in many sectors facing a skills shortage; as many
workplace cultures are not inclusive of women, they do not attract and retain them.
Workplace culture does not affect men and women the same way; it sometimes reflects
underlying attitudes or myths in the organization that make women uncomfortable, less
productive and prevent them from using their potential. Some research shows that work-
places that work for women work for men and employers (study by The Conference
Board of Canada and Watson Wyatt: Human Capital Index, Linking Human Capital and
Shareholder Value: Summary Report (2000). The factors measure:

1. Development opportunities
2. Work-life balance/work flexibility
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NS R

Gender-inclusive workplace

Participation and equal judgment
Harassment and bullying

Organizational support and trust
Remuneration, promotion and performance

Interpersonal relations and conflict management

Underpinning research includes:

Companies with high representation of women on their SMT have 34% higher
total return to shareholders than with the lowest women’s representation.

Study: The Bottom Line: Connecting Corporate Performance and Gender
Diversity, Catalyst New York, 2004.

Women influence 80% of purchasing decisions for all products, so need to be
represented in organizations — women know better that women want.

Joanne Thomas Yaccato, The 80% Minority: Reaching the Real World of
Women Consumers, 2003, Toronto.

A women-inclusive workplace improves the ROI in people — improved
retention.

Mark A. Huselid, The impact of human resource management practices on turn-
over, productivity and corporate financial performance, Academy of Management
Journal.

Creating a culture and a workplace that attract women at the same time creates
the type of workplaces that grow businesses.
— Adaptive and participative leadership
‘Feminine’ management qualities: more consensus and solution orientated,
less combative, supportive of other staff
Research by The International Labour Organization.

D Results demonstrating growth in ‘Intellectual Capital’ (IC) through
change leadership actions

In line with the research on sustainable business performance by Collins, proba-
bly the most crucial task of change leaders is to leave the organization in a better
position to respond to opportunities for business growth than when they found it,
i.e. before they did anything different. The resource based theory of organizational
strategy suggests that knowledge and skills offer dynamic capabilities for shaping
the future, particularly in knowledge-intensive industries (Teece and Winter, 1984).
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An example from Austrian Research Centres (ARC) breaks IC measurement
down into Human, Structural & Relational Capital and Results: http://www.arcs.
ac.at/downloads/ARC_Wissensbilanz_2006_englisch.pdf

Some examples from each category are provided below, whilst the full list can
be found through the link above. In 2001, ARC focused on five ‘knowledge goal’
improvements which were: knowledge transfer, interdisciplinarity, research man-
agement, internationality and spin-offs and investments.

Human capital (from the following international Federation of Accountants
categories: know-how, education, vocational qualifications, work-related
knowledge, occupational assessments, psychometric assessment, work-related
competencies, entrepreneurial élan, innovativeness, proactive and reactive
abilities, changeability):

Human Resources

Number of researchers (headcount).

Proportion of research staff (% headcount).

Number of researchers (headcount)/number of staff (headcount).

Influx of research staff (FTE).

Number of new researchers (full-time equivalents) joining the group in the period
under review.

Total research staff resignations (FTE).

Number of employees (full-time equivalents) who retired during the period under
review.

Proportion of female research staff (% research staff).

Full-time equivalent women research staff/full-time equivalents of all research
staff.

Women in senior positions (%).

Number of women in senior positions/total number of senior positions. Senior
positions are defined as managers, authorized signatories, division heads, depart-
ment heads and heads of business units.

Women on supervisory and advisory boards (%).

Number of women on supervisory and advisory boards/total number of supervi-
sory and advisory board members.

Training

Total training days per employee.

Number of training days according to ARC training catalog excluding attendance
at conferences and seminars per employee (full-time equivalent).

Expenditure for training per employee (e).


http://www.arcs.ac.at/downloads/ARC_Wissensbilanz_2006_englisch.pdf
http://www.arcs.ac.at/downloads/ARC_Wissensbilanz_2006_englisch.pdf
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Expenditure for centrally organized seminars within the scope of the training cat-
alog per employee (full-time equivalent) in euros.

Structural capital (from intellectual property — patents, copyrights, design
rights, trade secrets, trademarks, service marks — and infrastructure assets —
management philosophy, corporate culture, management processes, information
systems, networking systems, financial relations):

Processes and equipment

Capital investment (% of operating revenues).

Assets acquired not including buildings and technical infrastructure (including IT
infrastructure)/total operating revenues.

Hit rate for EU research programs (%).

Number of EU programs awarded/number of applications for EU programs.

Relational capital (from brands, customer loyalty, company names, backlog
orders, distribution channels, business collaborations, licensing agreements,
favorable contracts, franchising agreements):

Project cooperation and networking

Number of new interdepartmental contract research projects.

Number of new contract research and publicly funded research projects, or com-
petence center projects for which cost units were established in more than one
business unit.

Number of interdepartmental independent research projects.

Number of ongoing independent research projects (including projects as part of
the ARC Technology Offensive) for which cost units are established in more than
one business unit.

Research activities abroad.

Number of periods of at least one month spent abroad by ARC staff.

Number of international researchers.

Number of ARC researchers who are foreign nationals.

Heads of business units with teaching assignments.

Number of business unit heads who held one or more lecturing assignments at
universities, technical colleges or postgraduate educational institutions in the
period under review. Courses include lectures, seminars, practicals, etc. listed in
the university or college catalog in an academic year, i.e. winter semester and the
following summer semester.

Diffusion and networking/researcher

Presentations at scientific conferences.

Presentations given at international scientific conferences/congresses (per
researcher).
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Participation in committees: scientific, industrial, political.
Number of memberships in associations, etc.

Core processes

Number of competitive research projects (% of independent research projects).
Number of newly acquired contract research projects for national and interna-
tional customers in the period under review, excluding small-scale projects.
Project revenues from contract research activities including small-scale projects
(in euro millions).

Total revenues from contract projects for national and international customers,
including small-scale projects.

Revenues/project (excluding small-scale projects, in euros)

Total revenues from contract research projects for national and international cus-
tomers, excluding small-scale projects/number of projects.

Domestic customers (%).

Number of customers from Austria as a percentage of total customer projects.

Results

Commercial results

Total revenues from research contracts; nuclear financing by the Austrian Ministry of
Transport, Innovation and Technology; services provided by shareholders; own work
capitalized; services rendered within the ARC Group and other operating revenues.
Percentage of total costs covered by sales revenues and grants for R&D including
changes in inventory.

Number of customers awarding ARC research contracts for the first time.
Proportion of new orders from industry (%).

Proportion of new projects from Austrian companies as a percentage of the total
volume of new projects from industry.

Coordination of EU projects and networks.

Number of EU projects with ARC as the prime contractor and number of net-
works with ARC as coordinator.

Ratio of prime contractor/total EU projects (%).

Proportion of projects with ARC as prime contractor as a percentage of all ARC
EU projects.

Number of customer courses and seminars.

Number of external individuals who took part in ARC courses and seminars.

Research results

Publications in peer-reviewed journals per researcher.

Articles published in journals quoted by ISI in the Science Citation Index (SCI)
per researcher.

Publications in conference proceedings, trade journals and books per researcher.
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Total number of conference papers published as complete articles in conference
proceedings, articles in trade journals and contributions to books or published
books per researcher.

Proportion of publications in future technology fields (%).

Proportion of ARC publications in scientific journals which, according to the
Institute for Scientific Information (Thompson/ISI), are among the 25% of scientific
fields that demonstrate the highest international growth rates in terms of publica-
tions over a period of three years.

Patents granted.

E Measures employed in the most comprehensive analysis of ‘people
and the bottom line’ to date (Tamkin, Cowling & Hunt, 2008)

This survey of 2,905 UK organizations used the following HR measures:
Access — the effective resourcing of roles in the organization in terms of initial
recruitment, ongoing job moves and succession activity:

— proportion of new appointees tested on recruitment
— proportion of new appointments having a person specification

— proportion of employees covered by a succession plan.

Ability — the skills and abilities of the workforce, the quality of the people at its
disposal and the ongoing development activity of individuals to build future capac-
ity and capability:

— proportion of workforce having a current personal development plan
— proportion of workforce having a career development plan
— proportion of workforce qualified to degree level.

Attitude — levels of engagement, motivation and morale, the meaning they find in
their work, their beliefs about their workplace and their willingness to put in extra
effort:

— proportion of managers that left voluntarily over the last 12 months
— proportion of workforce that receive profit-related pay

— proportion of workforce having regular appraisal

— frequency with which staff have one-to-ones with their managers.

Application — the opportunities for individuals to apply themselves, an appropri-
ate working environment provided through information, job design, organizational
structure and business strategy:

— who decides on the pace of work (ratio of managers to workers)

— who decides on task allocation (ratio of managers to workers)
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These HR factor results were then correlated with measures of:

— gross profits per employee

— increase in operating profit per employee
— increase in profit margin per employee

— increase in sales growth per employee

— increase in the probability of achieving sales from new technology

The findings can be found in the reference above.
Finally, and most critically, sustained performance (for measures of ‘sustainability’
see the Dow Jones Sustainability Indexes as a start point) is a measure of the change
leader’s ability to build a culture of change responsiveness into the organization’s
fabric so that it can respond in a timely fashion to future events. Evidence of this
dynamic change readiness capability in people can be assessed using the following
framework (Holt, Armenakis, Field & Harris, 2007):

Change Readiness Framework

Framework component Statements

Self-efficacy — confident B My past experiences make me confident. |
that you are capable of will be able to perform successfully after this
making the change change is made.

B There are some tasks that will be required
when we change, | don't think | can do well.

B | have the skills that are needed to make
this change work.

B When we implement this change, | feel |
can handle it with ease.

B When | set my mind to it, | can learn
everything that will be required when this
change is adopted.

B | am intimidated by all the tasks | will have
to learn because of this change.

B When | heard about this change, | thought
it suited my skills perfectly.

B | do not anticipate any problems adjusting
to the work | will have when this change is
adopted.

B After this change is implemented, | am
confident | will be able to do my job.

(Continued)
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Framework component

Statements

Personal valence —
confident that the
change will benefit the
employee personally

Senior leadership
support — recognition
that the organization’s
leadership supports the
change

B When we implement this change, I can
envision financial benefits coming my way.

B This change will disrupt many of the
personal relationships | have developed.

B The prospective change will give me new
career opportunities.

B When this change is implemented, | don’t
believe there is anything for me to gain.

B My future in this job will be limited
because of this change.

B Inthe long run, | feel it will be worthwhile
for me if the organization adopts this change.

B | am worried | will lose some of my status
in the organization when this change is
implemented.

B This change makes my job easier.

B The effort required to implement this
change is rather small when compared to
the benefits I will see from it.

B Management has sent a clear signal this
organization is going to change.

B | believe management has done a great job
in bringing about this change.

B The senior leaders have served as role
models for this change.

B Our organization’s top decision makers
have put all their support behind this
change effort.

B This organization’s most senior leader is
committed to this change.

B Every senior manager has stressed the
importance of this change.

B Our senior leaders have encouraged all of
us to embrace this change.

B The organization’s senior leader has
not been personally involved with the
implementation of this change.
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Framework component

Statements

Organizational valence —
confident that the
change will lead to
long-term benefits for
the organization

Discrepancy —
recognition of the need
for change

| am sure that our senior leaders will
change their mind before we actually
implement this change.

I think we are spending a lot of time on this
change when the senior managers don’t
even want it implemented.

I think the organization will benefit from
this change.

Our organization is going to be more
productive when we implement this
change.

When we adopt this change, we will be
better equipped to meet our customers’
needs.

This change will improve our organization’s
overall efficiency.

Our organization will lose some
valuable assets when we adopt this
change.

This change matches the priorities of our
organization.

There are legitimate reasons for us to make
this change.

There are a number of rational reasons for
this change to be made.

No one has explained why this change
must be made.

It does not make much sense for us to
initiate this change.

This change is clearly needed.

The time we are spending on this change
should be spent on something else.

| think we are implementing this change
just because we can.
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This chapter offered readers some wide ranging examples, including more
people-centric mechanisms, for evaluating how and what is changing through direct
investment in and application of change leader’s development. Given that most
leadership development offerings fail to outline the type of shifts required at the
outset, some of the measures above could also be used to define and then track the
types of change expected of those designated as change leaders.
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I Introduction

The overall theme of this book has been concerned with developing change leaders.
We have suggested throughout that this requires both concerted effort and intelli-
gent investment of resources. Reflecting on this leads to two important questions.
These are as follows:

(i) Who should we be focusing this investment on?

(i) How do we ensure, within our organization, that we retain those leaders we
have developed?
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This chapter explores these two questions. Both questions arise from an underly-
ing assumption that the capability to lead change is a discrete and identifiable capa-
bility. We do hope that, by this stage in this book, we have made a convincing case
to support such an assumption. However, whilst being a distinct capability we have
argued that such a capability should be a critical aspect of a broader suite of leader-
ship capabilities. With this thought in mind we have drawn on the broader research,
literature, lessons and practices which have surfaced in more general considerations
around talent management. We then look at how these can be applied to the man-
agement of change leadership talent. On this basis we have organized this chapter
along the following lines.

B We begin with an overall review of the challenges facing organizations in terms
of talent management: What is driving the interest?; What are the major issues
in talent management?; How do we define talent?

B From this background, we explore approaches and frameworks which have been
shown to be helpful in the somewhat complex process of talent management.

B One important, and widely recognized, aspect of talent management is the
building of a solid ‘talent pipeline’. Whilst this can be considered to be a part of
the broader process, we believe that it is worthy of separate consideration.

B Building from the above points we then turn to considering how the broader les-
sons of talent management can be integrated with the need to develop and man-
age change leadership talent within an organization.

B We conclude with considerations around the accountability for change leader-
ship talent management and the range of roles and responsibilities.

I The challenge of talent management

DRIVERS OF INTEREST

The term ‘talent management’ has been stated to be attributable to the work of a
number of the partners in the consulting firm McKinsey and published in their book
The war for talent (Michaels, Handfield-Jones & Alexrod, 2001; Williams, 2000).
Indeed, in a similar vein Jack Welch (the former CEO of GE) asserted that organi-
zations that won the war for talent would have a distinct and sustainable competi-
tive advantage. Whilst some may see the concept, and such comments, as somewhat
dramatic, there is strong evidence that organizations are taking the issue seriously.
For example, in a survey conducted in the USA in 2006 by the Strategic Human
Resources Society (SHRM Talent Survey, 2006) it was found that over half (53%)
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of the organizations surveyed had specific talent-management policies and practices
in place. Of those just over three quarters (76%) considered talent management to
be a top business priority for their organizations.

This emerging focus on talent management is one aspect of a broader shift in orga-
nizational perceptions relating to the significance of people in the creation of value
and the achievement of competitive advantage. As organizations increasingly adopt
a resource-based view of strategy, people are more clearly seen to be significant
resources and provide important capabilities that, if managed carefully, provide inimi-
table and non-substitutable bases for building an effective and competitive strategy.

Perhaps this shift in the significance attributed to an organization can be explained
by the changing nature of the workforce. In recent years, it has become evident that
the nature of workforce expectations is changing, as outlined in previous chapters.
In part the shift in expectations may be seen as a consequence of changes in the psy-
chological contract (e.g. Rousseau, 1985). Recent studies have indicated that around
70% of employees are seeking meaning and purpose in their work. This represents a
manifestation of earlier views that proposed, in a work context, people to seek:

(i) psychological meaningfulness,
(ii) safety — in terms of freedom to express themselves and

(iii) the availability of the resources to enable them to perform effectively. Some
would argue that the roots of such thinking can indeed be found in the earlier
motivational theories.

It is perhaps the fast-changing organizational context which has created the con-
ditions in which the basic expectations of employees are receiving greater atten-
tion from employers. This recognition is reflected in the growing literature and
research into employee engagement and talent management. At a practitioner level
the shift is being seen in the growth in significance which organizations place on
achieving high rankings in the various ‘Employer of Choice’ surveys (Higgs, 2000).
Interestingly, responses to the changing significance attributed to employee expec-
tations are leading to a new way of managing and developing people at work.

THE VALUE oF HuMAN CAPITAL

Alongside the shift in the nature of the workforce we have seen a growing recogni-
tion of the financial value of people. This has been described as the human capi-
tal of the organization (Higgs, 2006). The term ‘human capital’ is one which has
emerged from the realization that, as the knowledge economy takes hold, the value
to corporations of intangible assets is growing rapidly. Research suggests that intan-
gible assets have grown from representing 38% of a firm’s total value in 1982 to
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representing 85% in 2000 (Conference Board, 2005). This research also provided
insights into the value of human capital indicating that within the USA:

(i) the cost of losing a ‘talented person’ in 2002/2003 was between $200,000 and
$250,000,
(ii) the bottom line impact of a ‘bad hire’ was at least $300,000,

(iii) the cost of operating without a key player (technical person) at even a rela-
tively low level (i.e. salary of $40,000) was around $500,000 per annum.

Studies such as this provide a context for considering the value of human capital
and how to best manage this valuable ‘people asset’.

In parallel with and closely related to, the recognition of changing employee
expectations has been the development in thinking and research relating to the
impact of employees, and the impact of people-management policies and practices,
on the financial performance of organizations. Early work in this area was con-
cerned with the relationship of HR/people-management practices and their impact
on the bottom line which was seminally illustrated by the ‘Sears case study’ (Rucci,
Hirn & Quinn, 1998). This study showed that within one US retail corporation a
clear relationship between employee commitment, customer commitment and bot-
tom line performance could be established. The study showed that a 5% increase in
employee commitment led to a 3% increase in customer commitment and conse-
quently to a 0.25% increase in shareholder value. This model of ‘Employee Value
Chain’ has subsequently been adopted in a diverse range of corporations across the
world. In a similar vein a range of studies within Europe, and the UK in particular,
have shown a distinct link between good HR practices which are well implemented
and both employee commitment and financial performance (e.g. Guest, 1997).

However, preceding these studies Allen and Meyer (1990) had clearly demon-
strated a link between commitment of employees to ‘go the extra mile’ (affective
commitment) and organizational performance. A range of more recent studies using
this framework have found strong support for Allen and Meyer’s original work. The
more recent literature on employee engagement (a closely related concept) has built
further on this work. The literature on engagement (both practitioner and academic)
indicates significant financial and organizational benefits. For example:

(i) Organizations with high levels of engagement have a more than 70% prob-
ability of achieving their goals than those with lower levels of engagement
(Towers Perrin, 2005).

(i) High engagement organizations achieve better operating margins. A 5%
increase in engagement can lead to a 0.7% increase in operating margins
(Towers Perrin, 2005).

(iii) Employees in high engagement organizations are twice as likely to remain

with their employer than those in lower level engagement organizations
(Conference Board, 2005).
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(iv) Firms with higher levels of employee engagement outperform industry sector
growth by 6% (Towers Perrin, 2005).

Similar patterns of benefits are encountered in the recent research into talent
management. In particular organizations with good talent-management practices
demonstrate more cost-effective recruitment, higher levels of motivation and reten-
tion and enhanced customer perceptions (Conference Board, 2005).

Against this background in which people are considered as a significant (and
often critical) resource it has been argued that employees and, in particular, valued
talent, should be managed in the same way as any other strategic resource (Ashton &
Bellis, 2003).

TALENT-MANAGEMENT ISSUES

Research into how organizations are implementing talent-management policies
and practices has shown that the case for talent management is widely accepted
(Ashton & Bellis, 2003). There appear to be two fundamental reasons for managing
talent; whether the primary focus is upon developing current and future senior leaders,
or all employees. These are as follows:

(i) Respected research has demonstrated that the organization’s access to supe-
rior talent is one of a few key factors in creating and sustaining a competitive
advantage (Michaels et al., 2001).

(ii) The organizations that manage talent well have significantly greater access to
talent than those who do not (McCall, 1998).

Thus it appears to be generally agreed that talent needs to be managed in the
same manner as any other strategic resource (e.g. financial, suppliers and brand).
However, in practice a number of issues and dilemmas arise in implementing this
philosophy. These are as follows:

(i) The short-/long-term dilemma. Talent management requires investment of
resources, time and effort with mid- to long-term outcomes. Yet organizations
have to balance this with meeting short-term performance goals and share-
holder expectations. A particular issue here relates to dealing with a short-term
need to reduce headcount whilst maintaining, and developing a future talent
pipeline.

(ii) Linked to the above dilemma is the challenge of building a ‘talent culture’. This
entails embedding a mind-set which recognizes the medium- to long-term pro-
cess. Along with this a ‘talent culture’ requires leaders to accept real account-
ability for talent management and for top-level integration of talent management
with the overall business strategy. Once again short-term challenges and, in
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particular difficult economic conditions, can create difficulties in sustaining a
‘talent culture’

(iii) Dealing with the ‘elitist’ versus ‘egalitarian’ issue. This relates to the way in
which an organization defines its talent. Whilst the majority of organizations
apply talent management to senior leaders, immediate successors and ‘high
potentials’, a few see every employee as being in the talent pool. Research by
Ashton and Bellis (2003) and Higgs (2006) indicated that the arguments for a
more restricted view of ‘talent” were broadly outlined as follows:

* Only certain people will become leaders or produce the top performance a
business may require.

 Selection will eventually have to take place given the business requirement
for talent able to meet business needs.

* A dilution of focus on defined groups of talent and high potentials can put
an organization’s succession choices at risk.

* There is a need to focus development resource; too broad a view of talent may
result in such resources being spread too thinly with consequent loss of impact.

Perhaps, to a significant extent the dilemma presents an artificial polarity. This,
in part, is a consequence of terminology. An increasing number of organizations
have structured effective talent-management practices focused on a relatively small
group of roles and people. However, at the same time they have clear policies and
practices designed to build levels of engagement and commitment amongst all
employees. In broad terms this is aimed at developing and retaining employees and
can thus be seen as an aspect of talent management with the label. In a number of
organizations there is debate around the language and ‘labels’ associated with the
more focused view of talent management. If an individual is not in the ‘talent pool’
does this mean they do not have talent. Thus, even though the case for a focused
pool may be strong there is a need for care in communication.

I Implementing talent management

Building from the above sections (and related research) it is evident that any talent-
management strategy is likely to have a range of goals. These tend to be as follows:

(i) to ensure that the supply of talent for the business is sufficient to fund both
‘leakage’ (i.e. losses) and business growth,

(ii) to constantly increase the ‘potency’ of the talent mix to create and sustain
competitive advantage,

(iii) to develop talented individuals in such a way as to enable them to realize their
potential and
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(iv) to deploy talent in such a way as to support the business strategy and therefore
maximize value.

In implementing any talent-management process designed to realize these goals,
it is essential that it is designed to align with current and future business priori-
ties. According to the research of Ashton and Bellis (2003) this alignment can be
achieved at different levels which are as follows:

(i) integrating talent propositions with key business drivers,
(ii) allowing business drivers to broadly shape the talent proposition,

(iii) aggregating a range of talent efforts to contribute to supporting the business
drivers and

(iv) talent per se acting as a business driver.

None of these are inherently better than any other. However, understanding the
business context and needs should underpin the frame for integration which will
in turn frame the talent proposition to make a significant impact on business suc-
cess it also needs to be integrated at the strategic management level (i.e. the point
at which strategic execution begins to be shaped. These two points taken together
indicate that there is a clear leadership dimension to any talent-management strat-
egy. However, there is also a need for effective processes to underpin the implemen-
tation of the strategy. These two strands are explored in a little more detail below.

These two elements of talent management required for successful implementa-
tion of the strategy need to work together. However, it is clear that the success of an
organization’s talent-management effort is heavily influenced by the extent to which
leaders carry out their role effectively. The processes need to be designed to support
the leaders and to be practical, fit for purpose and not over-complex. In broad terms
the areas in which line leaders have a key role to play may be summarized as being:

B Identifying high potentials

B Coaching high potentials

B Participating in panels or committees established to review talent
[ |

Developing talent; in particular making appointments to roles designed to pro-
vide stretch and development opportunities.

Research (Ashton and Bellis, 2003; Higgs, 2006) has explored the nature of line
leadership involvement which has underpinned successfully talent management.
Four key areas have been identified. These are as follows:

(i) Planning. Ensuring that talent management is integrated with the organiza-
tions business planning process and is given equal consideration alongside
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other resources. This also entails ensuring that the talent strategy is clearly
and visibly connected to the business drivers and that ‘talent’ is deployed in
high value adding roles. It is in the integration process that the short-/long-
term dilemmas discussed above are resolved.

(ii) Attention. The extent of personal attention given by senior leaders and top

(i)

(iv)

leadership teams to talent management and talented people is an important suc-
cess factor. This attention given by the top team tends to result in high levels
of attention amongst executives and HR professionals at the next level down.
In organizations who are effective in talent management the issue of talent is
a regular item on executive meetings agendas. The senior leaders question the
HR function about talent on a regular basis and tend to talk enthusiastically
about talent to direct reports and colleagues. In a sense it is this top-level lead-
ership attention which plays an important role in building a ‘talent culture’.

Talent skill-building. Ensuring that line managers have the skills, capabili-
ties and confidence to operate the organization’s talent-management pro-
cesses. The senior leadership needs to ensure that they invest time, effort and
resources to ensure that these skills are well developed throughout the line
management population. An important aspect of the development is to ensure
that line managers have the skills to both identify and develop talented people
within their areas of accountability.

Line accountability. For talent management to be implemented effectively it is
essential that ownership of talent needs to be embedded within the line in the
organization. Including talent accountabilities in line managers’ role specifica-
tions and performance contracts is an important step in embedding ownership.
These accountabilities should include clear and explicit outcomes and perfor-
mance measures. However, embedding ownership requires more than words
in a job specification. It is important that line managers understand the impor-
tance of talent to the organization’s success and that their accountability for
talent is viewed as importantly as all other accountabilities.

While the above four aspects of line leadership have been identified as discrete
elements of talent management it is evident that they are inter-related. In total they
create a strong ‘talent culture’. To be effective in talent management it is important
that all four elements are in place. The leadership needs to be supported by a range
of processes. Some of the key processes that are necessary to support an effective
talent-management strategy are:

(i)

High potential assessment. It is important to establish clear criteria against
which people can be assessed in order to identify those with high potential
for progression to leadership and other senior roles. In developing criteria it is
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essential to focus on those that distinguish clearly between good performance
and high potential. Having identified the criteria it is important that they are
communicated in a clear and understandable way to line managers. These cri-
teria need to be clearly aligned to current and future needs of the business.
Robust processes to assess people against these criteria need to be in place. It
is important that these processes involve line leaders and need to be capable of
being practically used for regular assessment. The assessment process should
not be a one-off event. Successful organizations employ processes which
enable high potentials to be assessed on a regular basis.

(ii) Talent development. Processes for talent development need to go beyond ‘tra-
ditional’ development interventions (e.g. courses and coaching). Effective
processes need to focus on encouraging and facilitating talented people to be
exposed to stretching and challenging experiences. In addition it is important
that individuals moving into these experiences are provided with the support
necessary to enable them to perform and learn successfully.

(iii) Retention planning. Investment in identifying and developing talent needs
to be supported by processes that help to ensure the retention of the talent.
Whilst reward is one factor it is widely recognized that this is less important
than the organizational culture and development opportunities (Higgs, 2003).
In their research into talent management, Ashton and Bellis (2003) identified
the following as being the most significant retention factors:

» Challenge

* Recognition

* Opportunities for personal learning and growth

* A culture that people can identify with

¢ Support through coaching, mentoring and counseling

* Opportunities to take risks and freedom to an extent to make mistakes.

Against this background it is important to have processes in place to review the
presence and efficacy of key retention components. In addition it is important to
have processes which enable the organization to review regularly succession and
retention risks. These processes should also encompass the identification of actions
to monitor risks and stimulate actions to reduce the risks identified.

(iv) Talent deployment. An important challenge for organizations relates to ensur-
ing that talent is deployed in a way which both develops the individual and
adds value to the organization. Unless this is addressed in a structured way
organizations face the dangers of line leaders ‘hoarding talent’. Therefore it
is important to have processes in place which focus on the planning of talent
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deployment. The goals of such a process should ensure that the best talent is

deployed in a way that:

* they are in roles in which they can add the most value to, and have the big-
gest impact on, the organization; and

e they are in roles in which they can maximize their further personal
development.

As with the leadership elements (see earlier) it is important to ensure that all four
process areas are in place to ensure successful talent management. In considering
talent processes it is important to emphasize that they should not be over-complex,
rather they need to be ‘fit for purpose’ and to be understood to be there to support
line leadership. All too often organizations create overly complex and sophisticated
talent-management processes which detract from line engagement. For example
one organization the authors recently worked with had a significant challenge in
developing and retaining talent which was perceived as a threat to future business
performance. The group HR function was tasked to address this and developed
an extremely sophisticated and complex range of talent-management processes.
For example talent management was conducted against a range of high leadership
potential criteria covering behaviors, characteristics and values. This resulted in a
list of 36 criteria. Individuals were assessed against these criteria on the basis of a
360-degree process. The assessment was catried out twice a year. After two years
the suite of processes had no impact on the core talent problems.

In achieving a successful talent-management strategy it is important to focus on
the leadership role and that this is supported by effective and practical processes.
Processes, however sophisticated, alone will not have an impact. The logic of this is
nicely illustrated by the following metaphor.

You are asked to participate in a motor race. You are provided with a formula
one Ferrari and your opponent will have a Ford Focus. Who do you think will win?
How would your view change if you learned that your competitor (driving the Ford
Focus) is to be Lewis Hamilton or Jensen Button!!

Thus we should be clear that we need to develop leaders skilled in talent manage-
ment rather than engineering ‘Ferrari’ quality processes.

I Building a talent pipeline

In the debate outlined above there is a focus on a broad strategic approach to talent
management. However, it is critical to ensure that a good pipeline of future talent is
established within an organization. In order to build such a pipeline an important start-
ing point is to embed the key criteria within the organization. This can be achieved
by seeking to use the critical criteria within recruitment, selection and development
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processes throughout the organization. This can be illustrated by considering the
example of a major international manufacturing organization. The company identified
critical leadership criteria against which potential candidates for top-level leadership
positions were assessed. Lower-level indicators of these criteria were employed for
the assessment of potential candidates for leadership positions at the next level down.
This was then repeated for a further four levels. Finally an appropriately modified
set of criteria were employed as one element of the assessment process employed in
graduate recruitment. In addition the organization used versions of the criteria in the
design of leadership development programmes at all levels in the organization.

Further embedding took place through incorporating a 360-degree assessment
against relevant versions of the criteria in the annual performance review process
for all staff in any managerial or supervisory position. Development planning result-
ing from these annual performance reviews included development in areas relating
to the core criteria. In this way the organization was able to develop a clear picture
of their longer-term pipeline of potential and had processes in place to develop this
talent against relatively new and junior employees.

APPLICATION IN THE CONTEXT OF CHANGE LEADERSHIP TALENT

In previous chapters we have emphasized that leading change is an increasingly
important aspect of any leader’s role. Indeed, in today’s volatile and complex envi-
ronment, it is hard to conceive a leadership role which does not require the leader-
ship of change. Thus it is clear that the above framework could adequately provide
a basis for the effective management of change leadership talent. However, in order
to ensure that this happens it is important that the key talent processes are reviewed
to ensure that change leadership elements of talent are properly integrated. Below
we illustrate some of the key points which need to be attended to in each of the four
talent processes in order to ensure that change leadership is incorporated effectively.

(i) High potential assessment. It is important that the assessment criteria encom-
pass the critical change leadership capabilities which are identified as being
critical for the organization.

(ii) Talent development. The identification of potential experiences to stretch and
challenge talented people should include exposing them to experiences involv-
ing significant change. As change is frequently implemented by means of a
series of projects this provides an ideal opportunity to present talented indi-
viduals with challenging assignments.

(iii) Retention planning. In exploring succession risks in today’s environment it is
important to recognize that change leadership is likely to be an essential com-
ponent. In talent-management terms this means that change leadership criteria
perhaps should be accorded particular priority.
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(iv) Talent deployment. Roles within the organization in which incumbents are
likely to face significant or transformational change need to be clearly identi-
fied. It is into these roles that those in the talent pool with the highest level of
change leadership skills should be deployed.

In discussing talent management in general we have emphasized the importance of
line management engagement and the significant positive impact of a ‘talent culture’.
In ensuring that change leadership talent is managed effectively it is essential to ensure
that leaders understand the critical nature of this dimension of leadership talent and this
becomes embedded in the ‘talent culture’. This understanding requires that senior lead-
ers appreciate that change leadership requires a range of specific skills and capabilities
which are not necessarily acquired through more ‘traditional’ leadership development
processes. All too often we find that, when working with organizations, there is a view
that change is ‘just another thing that leaders do’. The level of realization that there are
specific capabilities required to lead change effectively is relatively low. An interven-
tion designed to expose senior leaders to change leadership thinking and the complexi-
ties of change can be effective in bringing about a notable shift in understanding.

I Who is responsible for talent management?

In their research Ashton and Bellis (2003) identified a discernible trend toward tal-
ent management becoming an important aspect of the HR function. At the same
time they noted the emergence of specialist talent-management roles which tended
to be located within the HR function. However, it is important to ensure that such
a move does not detract from the critical nature of line engagement and the critical
role of line leaders. This requires that those in the HR role do need to adopt a more
enabling and facilitating role. This may be seen as a further example of HR moving
into more of a ‘Strategic Business Partner’ relationship to the line (Ulrich, 1998). In
broader terms this requires that:

(i) Participating in strategic discussions within the business and, importantly,
demonstrating ‘added value’ to these discussions. The demonstration of
‘added value’ is a prerequisite for being seen as a true ‘business partner’.

(ii) Developing a stronger external focus. This entails an increasing use of bench-
marking against other organizations and collection and analysis of data on
competitor companies. However, the external focus has to go beyond analysis
of HR practices. It is essential that HR keeps in touch with business trends
and issues and considers their impact on the people and talent-management
practices within their organization.
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(iii) Becoming more anchored in the business. This involves a move from a view
that HR is representative of the employees to a view that HR is a central aspect
of business and as such it contributes alongside all other functions in a way
which builds commitment of employees to the business.

(iv) Anticipating changes required to people and talent-management policies
and practices based on business trends, rather than responding to line man-
agement’s requests for change. This does not mean ignoring the needs of line
managers and their views and opinions. It does, however, mean keeping a
trained eye on trends, issues and developments and considering the impact of
these on business plans, strategies and performance. Such views need to be
debated with line managers. HR practitioners need to be able to act as change
managers through an ability to make a compelling business case for the people
changes which need to take place to support the business strategy.

There also appear to be some specific capabilities required in the talent-
management arena. These are as follows:

Expert coaching, advising and counseling skills

Skills in relationship building and relationship management
Influencing and persuasion skills

Resilience and persistence

Creativity and innovation in development design

Political awareness and acumen

In engaging with talent management, HR are frequently agents of change. It is
therefore essential that they have high-level change leadership skills. By model-
ing these they will be better equipped to ensure that change leadership capabilities
become embedded in the talent strategy.

In this chapter we have identified the growing importance for organizations of
effective talent management. Whilst this is becoming more widely recognized the
significance of including change leadership capabilities within talent frameworks
remains relatively rare. However, given the current volatile and fast-changing envi-
ronment it is critical that this changes. Overall talent-management frameworks pro-
vide a frame which can encompass the management of change leadership talent.
It is critical that talent-management strategies are owned by line management and
that they are actively engaged in the process. The function of HR is to support and
enable the process. However, to do this effectively it is necessary that change lead-
ership skills are developed within the function.
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I Introduction

In exploring how thinking about leadership has been developing (see Chapter 1),
we presented an overall framework that links the leader dynamically with his/her
organizational context. This is shown again in Figure 10.1. The arrow pointing
right represents the leadership values and culture, also embodying the leadership
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Figure 10.1 A change leadership learning framework.

capabilities, in attempts to change the organization. We covered this extensively in
Chapters 4, 5 and 6 respectively. The arrow pointing left indicates the organizational
impact of change attempts flowing back to the leaders in a feedback loop. We sug-
gested ways of measuring this impact in Chapter 8. This also means that the evalu-
ation measures themselves can be used as a menu from which to select appropriate
targets for specific organizational change and change leader development exercises.

In this chapter we explore the way in which this model can provide a framework
for developing change leaders. Whilst we present a range of ideas and suggestions,
including our top 10 capabilities, it is important that any approach to developing
change leaders is designed to ensure that the skills, behavior and practices are
designed in a way that will support the organization’s immediate purpose, vision
and business context. In order to do this, the organization should begin by consider-
ing the current context in terms of its strategy, culture, and policies and practices.
Having developed a clear understanding of this, we suggest that the key steps in
building a framework for developing change leaders are as follows:

1. Based on this contextual analysis, a clear profile of what the organization will
need from its change leaders and how they should be developed.

2. The profile needs to be reviewed in order to identify the range of development
actions that can build these capabilities.

3. The current culture, policies and practices should be reviewed in order to estab-
lish the actions needed in these areas to support and reinforce the development
of the required leader capabilities.

4. Recognizing that the business context is dynamic and volatile, the final phase
is to consider how to develop leaders’ capability to understand themselves and
the dynamic between their behaviors and style and the changing organizational
context.
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These considerations provide the basis for the structure of this chapter. In essence
it sets out to explore the following questions:

B What do we need?

B What do we have? — what are the gaps and how do we close these gaps, both
short- to mid-term and long-term?

B What else do we need? — how do we build change leaders who are able to oper-
ate in an ever-changing context?

I What do we need?

In developing leaders all too often organizations begin by either searching for best
practice drawn from other organizations (or the latest high-profile publications on
effective leadership) or by looking at what has been effective in the past in their
own organization. When the former route is taken it frequently leads to building
a framework that fails to account for the context of the organization. Equally, in
the latter course, there is an assumption that what has worked in the past will also
work in the future. This leads to a possibility that any framework developed on this
basis will not deliver what is needed for the future. In the often-quoted definition of
insanity (frequently attributed to Einstein) this amounts to:

Doing what we have always done and expecting different results.

We suggest that in order to develop a clear picture of what is needed, in terms of
change leadership capability, it is important to adopt a more dynamic view.

One potential framework for achieving this is outlined below:

Where are we now?

Develop a clear picture of the current organizational context. This entails build-
ing a clear picture of the ‘current reality’ in terms of:

understanding our current strategic position and its implementation,
understanding the nature of our current culture,

understanding the nature and impact of our current structures, policies and practices.

From this we can assess current approaches to leadership development and the
extent to which they support the achievement of current strategic goals and are
anchored in existing structures, practices and culture.
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Where do we need to be?

Once again this stage of the analysis begins by considering the broader organiza-
tional context and environment and identifying the extent to which in this context
the strategy is (or needs to be) changing.

Against this background it is important to consider what this means in terms of
the core capabilities of the business and how these can impact on the achievement
of changing strategic goals. One framework for doing this is presented in Figure
10.2. This can also be used to assess the required emphasis from across the 10
change leadership capabilities we identified in Chapter 6, ensuring investment is
placed to meet shifting organizational demands.

In order to conduct this analysis the organization’s core capabilities are identi-
fied. These are then assessed in terms of:

1. Current performance versus the competition

2. Importance to the achievement of future strategy.

Those rated highly in terms of performance, but are in the range of medium to
low in terms of importance to the achievement of competitive strategic goals, are
likely to indicate capabilities in which the organization over-invests. On the other
hand, those toward the higher end of importance to the achievement of competitive
strategic goals, but low in terms of comparative performance, are areas in which
resources need to be invested in order to build the capabilities. Those in the middle
sections are broadly aligned in terms of investment of effort.

Having looked at the capabilities needed in order to achieve future strategic goals
it is thus important to identify the extent to which current structures, policies and
practices and the organizational culture will need to change (if at all) in order to
support the development of future capabilities.
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Figure 10.2 Core capability analysis.



Chapter 10 A Framework for Developing ‘changing’ Leadership Capability 275

This process can be illustrated by the following (simplified) example. This relates
to a UK life assurance company. The organization was operating in an increasingly
competitive market in which the speed with which new products were taken to mar-
ket could have a significant impact in achieving growth in market share. A headline
analysis of the core capabilities required in this market that would enable the orga-
nization to achieve a strategic change in market share through the introduction of
innovative products will entail the following:

Speed of moving new product ideas from conception to delivery
Effective regulatory compliance

Ability to share information rapidly within the organization
Effective allocation of capital

High-quality actuarial skills

Optimal range of distribution channels

High-quality customer service.

The assessment of these (using the aforesaid model) resulted in the profile shown
in Figure 10.3.

From this analysis it was evident that the company needed to build capabilities in
terms of increasing the ability to get new products to market quickly and to share
knowledge effectively. Both of these required effective cross-functional team working.

The analysis of the culture identified the following dominant characteristics:

B High levels of bureaucracy

B Individualistic
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Figure 10.3 Core capability analysis — Life assurance company.
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B Internally competitive
B Risk aversion

B High value on professional qualification (particularly actuarial).

In reviewing structures, policies and practices, the notable points identified were
as follows:

Large number of grades/layers
Organization into distinct ‘silos’
Formalized communication structures
Reward based on individual performance

High levels of checking

Centralized decision making.

In order to achieve the strategic goals the company needed to support the deve-
lopment of capabilities in the areas of speed to market and knowledge sharing by
building a culture that valued team working, cross-functional working and rapid
decision making. This in turn required changes to structures, systems and practices
including, fluttering the structures, devolving decision making and rewarding team
working as well as individual performance.

This process of analysis provides an organization with a picture of:

B What needs to change?
B Why the change is needed?

B What capabilities are required?

In addition it is important to consider the timescales of any change and the degree
of the change (e.g. is it incremental or radical?).

Against this background it then becomes feasible to identify the key capabilities
required of change leaders who can support the execution of the change. However,
it is important this is also translated into the key leadership dimensions of Thinking,
Acting and Being, in terms of:

B What are the cognitive abilities required? We know from years of research that
general intelligence (IQ) is a predictor of leadership effectiveness (e.g. Higgs,
2003). However, ‘Thinking’ is broader than IQ alone. To what extent do we
need abilities to think creatively, strategically, analytically, etc.?
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B What are the important fundamental individual personality traits, motivation or
values that align with the strategic needs and cultural changes required?

B How do we need our leaders to behave?

Below, we match Thinking, Acting and Being onto our recommended top 10
capabilities for aspiring change leaders.

Top 10 capabilities

Thinking Capability 2 — access broadband ‘capability” from across the
leadership membership

Capability 4 — future sense-make combined with strategic
thinking

Acting Capability 3 — become a co-creator of a learning culture

Capability 7 — develop 1:1 relational skills: coaching

Capability 8 — develop 1: many dialogue skills; action learning,
facilitation and process consulting

Capability 10 — high-quality performance challenge culture
and dialogue

Being Capability 1 — develop mindfulness, using three capacities for
leadership of change decision making

Capability 5 — develop ‘total” leadership

Capability 6 — develop ‘transcultural’ competence

Capability 9 — emotional intelligence

What is interesting to note is the “Thinking’ requirements, whilst still important,
are outweighed by the other two. This might be worth considering when choosing
the balance of activities implanted in change leadership development programmes.

I What do we have?

Having developed a set of criteria for what we need in order to deliver the strategic
change required by the organization, we then need to conduct a thorough assess-
ment of how well equipped our current future leaders are to provide us with the
required capabilities. This leads us into a debate that goes well beyond the scope of
this book. However, two main issues can be examined briefly here. These are:

(i) How we assess individuals against our required criteria.

(i) How we use the assessments.
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ASSESSMENT

Much has been written on the subject of individual assessments, and organizational
experiences of using assessment methods and techniques vary widely. Methods
include testing, interviews, simulations, 360-degree questionnaires, performance
reviews and assessment/development centers. Whilst there is a vast body of research
and writing that contrasts differing methods and attempts to identify a ‘best’ model,
there is no clear consensus around any one particular methodology (Herriot, 1989).
Having said that, there is a degree of consensus around the view that effective assess-
ment requires that a variety of assessment vehicles are used and individuals are
assessed by a number of different raters (this is referred to as multi-source, multi-
method assessment). Perhaps the most well recognized form of this is the ‘classic’
assessment center. Using this approach, groups of individuals undertake a variety
of personality and aptitude tests, individual, paired and group tasks while being
observed by a team of assessors (Thornton & Byham, 1982). The assessors rate the
individuals based on the recorded and observed data against an agreed set of criteria,
and an overall individual assessment of current and/or potential capability is arrived
at by a process of integrating individual assessor ratings (Herriot, 1989; Thornton &
Byham, 1982).

The range of potential tools and techniques for assessment is diverse. Here we
cannot explore all of them or go into detail. However to indicate the range, we have
indicated some typical ones under the three headings (Thinking, Being and Acting)
highlighted in our framework.

B Thinking

In relation to this aspect of the overall framework there are a range of potential
dimensions including:

— general IQ

— critical reasoning ability

— decision-making ability

— creativity

— strategic perspective

— business acumen

Whilst general 1Q, critical thinking and, to an extent, creativity can be assessed
by means of cognitive ability tests, other dimensions require a broader range of
assessment methods including simulations and business games. Furthermore, there
can be elements of this dimension that are knowledge or experience based and can
be assessed by means of reviews of career histories (CVs) or focused interviews.
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B Being

The ‘Being’ element is about who the individual is. This is a multi-faceted ele-
ment that encompasses dimensions such as personality, values, beliefs, motiva-
tion, attitudes and dispositions. Assessment of this has traditionally focused on the
use of well-established personality tests (e.g. SHL's OPQ; Cattells, I6PF; Costa &
McCrae’s ‘Big 5°). However, more recently we have seen the emergence of other
self-assessed values and motivation inventories and both self and other assessed
emotion intelligence questionnaires.

Whilst this impact of leadership (and potential leadership) has been tradition-
ally assessed by means of psychometrically based instruments, there has been
an emerging use of psychological/in-depth interviewing to support (and in some
cases) to replace such tests.

B Acting

This dimension relates to the most observable dimensions of the leadership
framework — behaviors. As such it is most amenable to assessment by direct
observation or feedback from those who experience the behaviors on an on-going
basis. Thus this element can be assessed by observing behaviors in simulations,
performance reviews conducted by individuals’ immediate managers and use of
360-degree feedback questionnaires.

In exploring the three broad areas of leadership capability within the model we
have only considered assessment techniques very briefly. What is important,
however, is that a range of assessments are brought to bear, building the overall
profile. While there is no ‘structural’ way of achieving this in practice, an overall
mapping of leadership requirements and assessment methods/tasks can help to
establish the rigor of the process. A framework for mapping assessment is shown
in Figure 10.4.

In using such a framework the criteria are reviewed and, ideally, at least two
means of assessing each criterion are identified. In this way a clear multi-source
assessment against each criterion is achieved.

USING THE ASSESSMENT

In making an assessment it is important to decide on how it is to be used. In a
leadership context a number of organizations do focus on assessment as a tool for
identifying potential leaders and employ it to make ‘go/no go’ decisions. In this
application the assessment is used primarily to determine who (amongst the poten-
tial leadership population) goes forward into the next stage of leadership develop-
ment. Further assessment processes are often completed at various stages in the



280 Part3 Organizational Considerations

Assessment
method
Personality | Values/motivation 360°
Criterion Ability tests | Tests questionnaire Simulation | feedback | Interviews
Thinking
capabilities
v
v v v
v v
Being
v v v v
v v v
v v
Acting
v v
v v v
v v v

Figure 10.4 Example assessment planning framework.

progression of the leadership ‘potential pool’ in order to focus on building a ‘future
senior leadership pool’.

However, increasingly organizations see the role of assessment as providing
a tool to improve the ability to develop capability at all levels in the organization
rather than as being primarily a promotion or retention tool. In this view assessment
forms an important (if not critical) input into the overall process of building leader-
ship capability. We would argue that in the context of developing change leaders
this is a critical role of assessment.

Within the developmental context it is important that assessment is used in order
to identify both individual and group development needs. To achieve this it is impor-
tant to ensure that the overall development framework encompasses the following:

B Individual feedback and associated developmental discussions

B Formulations of individual development plans to address gaps in terms of both
current roles and building future capability

B Identification of group-wide gaps and associated development plans

B Identification of significant gaps that cannot be covered by development and require
further actions (e.g. recruitment) in order to build required future capabilities.

Development planning should be specific and not only address the ‘what’ has to
be developed, but also the ‘how’. In Chapter 7, we reviewed and outlined a range
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of potential development tools. In planning the ‘how’ of development plans, it has
to be considered which of these may be appropriate to meeting individual and/or
group development needs.

I What else do we need to do?

Having used an understanding of the organizational context and future strategy to
determine what we need in terms of leadership capabilities, it is important to re-visit
this in order to identify actions needed to embed these once they have been deve-
loped. In particular, it is important to consider how well the current culture, poli-
cies and practices are likely to support the development programmes, processes and
actions that are put in place. As we suggested in Chapter 5, it is difficult to change
culture quickly. However, in most organizations the culture tends to be reflected in
the structures, policies and practices of the organization.

Therefore, in considering what needs to be changed within the organization to
embed the development of change leadership capabilities, it is useful to begin by
examining the extent to which the current structures, policies and practices reinforce
and reward the demonstration of these. In essence this requires that we ensure that
our broader policies and practices reinforce that we are taking seriously the type of
leadership behaviors that we have invested in developing. To a significant extent this
will entail ensuring that the broad range of HR policies and practices (that provide a
significant level in terms of underpinning the ‘real’ behaviors in organizations) are
aligned with the leadership practices and behaviors that we are seeking to develop.

Conducting such a review entails considering an important range of questions
that include:

B Are we sending signals that we are taking this development seriously?
B How do we demonstrate that we value the new capabilities?

B How do we ensure that we maintain conversations about new leadership behav-
iors and keep the development alive?

B Can we ensure that stories about the impact of the new capabilities spread
through the organization?

B How do we ensure that we do not send conflicting messages to leaders in the
organization?

Clearly in answering these questions it is important to examine a range of HR
policies and practices including:

B Reward strategies and structures

B Promotions and talent-management policies
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B Performance management processes and systems
B Recruitment and selection processes and criteria

B Competency models and frameworks.

In addition it is essential to be able to demonstrate senior management commit-
ment to the overall leadership capability process and to ensure their support for an
active engagement with any changes in policies and practices. Although emphasiz-
ing the significance of HR policies and practices in reinforcing and embedding the
new leadership capabilities, it is also important to consider broader organization and
decision-making structures. As has been found in many organizations (e.g. Ashton
& Bellis, 2003), unless those who have acquired such capabilities are employed
in value-adding roles, the value of the development is all too often not realized.
Overall we would suggest the true value from the development of new leadership
capabilities becomes embedded in the organization through a combination of poli-
cies, practices and processes and (critically) senior leadership role modelling and
attention as we explained in Chapter 5.

Rather than attempt to produce a checklist approach to exploring the above ele-
ments of ensuring integration of new capabilities in the organization, we will provide
a few illustrations, drawn from our experience of working with organizations, that we
believe illustrate the significance of attending to the organization context, to ensure
that development of leadership capabilities is translated into value for the organization.

LEADERSHIP ATTENTION AND Focus

An international manufacturing company that had reorganised its organisational
model to accommodate its core mass production business recognized a need for sig-
nificant change in order to ensure full integration and the development of an effective
and dominant business in their market. In order to achieve this they recognized that
their leadership population would require new skills in leading their operational areas
and leading the change. They went through a rigorous exercise to identify the leader-
ship capabilities to enable this strategic direction to be implemented. In doing this
they identified a set of criteria that all current and potential leaders should be assessed
against. These assessments were to form the core of their overall talent-management
and deployment processes. To send a message about how seriously the senior leader-
ship team took this initiative they began the roll-out of the process with an assessment
of themselves and their commitment to undertaking development based on this assess-
ment. Furthermore they ensured that progress in terms of leadership talent develop-
ment and deployment was a regular item on the agenda for top team meetings.
Having provided such a clear signal to the organization, the roll-out of the lead-
ership development framework was successful. This success was reinforced as a



Chapter 10 A Framework for Developing ‘changing’ Leadership Capability 283

result of the organization’s subsequent performance, increase in shareholder value
and return on assets assessed by investment analysts.

This example can be contrasted with a global pharmaceutical company that
invested heavily in developing change leadership capability based on a compe-
tency framework designed to provide the basis for developing future leaders able
to manage the changes necessary to compete in a volatile global market. Whilst
the development process was rigorous and relevant, the CEO insisted on appoint-
ing individuals to senior leadership positions based primarily on evidence of their
ability to achieve short-term performance goals. As a result the whole development
effort fell into disrepute and was effectively wasted.

ALIGNING REWARDS, PoLICIES AND PRACTICES

A global fast-moving consumer goods company with a strong and enduring record
of profitable performance identified that its European operation was failing to per-
form in line with other regions. They had a strong country-based structure with high
incentive rewards for country managers who achieved their goals. However, a strate-
gic business review identified a need for a stronger team working in Europe in order
to achieve a more effective Pan-European performance. Following this a new frame-
work of leadership competencies was identified that would enable the European
management team to help to build a changed and collaborative environment.
A development intervention was put in place to help the European leadership team
to build these new capabilities. Around three months after the development work,
clear evidence of changed behaviors and improved European performance began
to emerge. This lasted for a further six months. However, at the end of this period
the Pan-European approach (and associated results) began to falter. In exploring the
reasons for this it became apparent that one cause was that the last quarter of the
individually based bonus plan had arrived. The country managers’ attention reverted
to their own country’s performance and the Pan-European focus was lost.

Having seen this happen the organization modified the incentive structures to
encompass a Pan-European component and were able to embed the new behaviors
in the subsequent years.

ENSURING THAT THE LEADERSHIP CAPABILITIES ARE TAKEN SERIOUSLY

A leading UK retail organization had recognized that companies with highly com-
mitted employees tended to outperform their competitors. Building on this they
developed a profile of leadership capabilities that would support the development of
employee commitment and maintain this during times of significant volatility in the
sector and associated change within the organization. The company had a view that
leadership is widely distributed in an organization like theirs. Thus they embarked
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on a programme of assessing all leaders (and potential leaders) against the capabil-
ity framework and putting in place development actions to address any current or
future gaps identified.

In order to ensure that the investment in development achieved the desired strategic
goals, they implemented a process of assessing levels of employee commitment on a
quarterly basis. This metric was then used as a means of assessing the ability of lead-
ers to deploy the capabilities that had been developed. The significance they attached
to leaders’ abilities to build and maintain commitment was such that it became impos-
sible for a leader to achieve a performance bonus payment if staff commitment in
his/her unit or area declined for two quarters. Similarly no leader could be considered
for promotion to a higher level role if he/she had experienced employee commitment
scores below the top quartile of the overall company results for more than two quar-
ters over a two-year period.

Whilst the aforesaid examples are not exhaustive, they do reinforce the impor-
tance of embedding required leadership capabilities in the organizational policies
and practices that, in turn, are manifestations of its overall culture.

I Summary

In this chapter we have presented an overall framework for how we develop change
leadership capabilities in our organizations. The emphasis has been on thinking
about the challenges rather than offering prescriptive solutions.

The framework suggested is developed from the leadership—organization learn-
ing model first presented in Chapter 1. The emphasis throughout this book has been
on the dynamic relationship between leadership values, culture, capabilities and
the organizational context (in terms of strategy, culture, and policies and practices).
In using this framework we have suggested that the context helps us to define the
specific and generic leadership capabilities required to support current and future
organizational change. We used these as a basis for assessing the extent to which
we have (currently or potentially) employed these capabilities and the gap analysis
informs our developmental planning.

We have suggested the framework demands change leaders and those responsible
for their development return to the organizational context, in particular the strat-
egy, culture, and policies and practices. Achieving the right balance in the spread
of development activity across Thinking, Being and Acting is important and the top
10 capabilities mapped against these development domains support the view that
experiential methods creating real role related personal leadership demands and
organizational challenges, should be paramount. Finally, we have recommended
that effective change leaders also need to understand the dynamics embedded in
this framework and develop the relevant capabilities contained therein. In essence
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the leader’s development journey continues through working with this dynamic,
supported by a high level of self and organizational awareness.
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I Introduction

Although we have used the word transformational leadership in support of change lead-
ership development, we must be alert to ‘pseudo-transformational’ leadership, or leader-
ship that appears confident even though the leader is unsure about what he/she is doing
and telling followers to do, or worse, knowingly focusing followers on unattainable
visions, etc. The raison d’etre of this book is to avoid the latter as this is likely to stimulate
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hate and conflict rather than harmony and co-operation. To create the former we need
to shift our emphasis for change leadership development from self-driven needs or line
manager—driven needs to one which concentrates on the relational and contextual nature
of change leadership where, as Collinson (2006:187) suggests, it ‘views the identities of
followers and leaders as inextricably linked, mutually reinforcing, and shifting within
specific contexts’. As Bolden (2004) explained, to navigate and make sense of uncer-
tainty and complexity in internal and external organizational environments, those desig-
nated as leaders will need to become increasingly adaptable and resilient in order to win
the right to lead, lead by example and share in leadership and hardship.

Leadership is not a person or a position. It is a complex moral relationship
between people, based on trust, obligation, commitment, emotion and a
shared vision of the good

Ciulla (2008)

Therefore it is the link between the personal, interpersonal, organizational and soci-
etal impact of change leadership development that matters most — with the developer’s
aim of creating learning conditions and activities which generate ‘leadershipful’
organizations (Vanderslice,1988) and societies.

Context is all for targeted change leadership development. In fact Hmielski &
Ensley (2007) found that in dynamic industry environments, start-ups with hetero-
geneous top management teams (diverse backgrounds) were found to perform best
when led by directive leaders whereas those with homogenous teams worked better
with empowering leaders. Conversely, in more stable industry environments, hetero-
geneity was best matched with empowering types, whilst homogeneity responded
best to directive style. Of course, role modeling and building a culture of continu-
ous learning is the sine qua non of change leadership development as this has major
implications for how change is responded to and how success and failure are treated
for all to witness. To close, here are a number of business must dos to achieve this:

B Lead through own activity in learning (to lead and implement change)
B Model by sharing that learning

B Recognize people for the quality of reporting back to business groups on
conferences, seminars, learning activities

B Support exchange of knowledge across the organization
B Be prepared to take risks with new ways of learning

B Ensure the core learning and development needs are identified in corporate and
business planning

B Ensure appropriate funding and resources for learning and development based
on building capacity for now and the future
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B Actively support the inclusion of learning and development issues in business
decision making

B Request learning and development data to inform business decisions, including
data on level, nature and business impact of investment

B Ensure ‘reward’ systems are in place for efforts by staff to encourage learning in
the workplace.

Probably the most important role of a leader is to ensure a ready supply of
replacement leaders. However, research on succession reveals that for every two
heirs who make it to the top, one leaves early, and heirs depart notably more often
than their bosses. The greater the power and influence of the chief executive (lon-
gevity, ownership of stock, combining the role of chairman), the less likely and
slower the identified successor will be promoted. So, challenging this culture is
vital, as well as facilitating ways to ensure leader replenishment.

Leadership development has clearly reached a critical crossroad. A number of
forces — geo-politics, the carbon economy, emerging economic power bases, ideo-
logical diversity, consumer driven technology, etc. — are combining, and together
they make necessary a re-think of how we raise future leaders. Through the media
and their own lives, consumers and employees are becoming increasingly attuned
to values-laden debates about what constitutes a ‘respected’ business, as well as a
‘good’ employer (normally based on experience of dealing with identifiable man-
agers); particularly those arguments relating to people diversity and forces in the
local and global economy and ecosystem — see Spitzeck et al. (2009). Displaying
diversity and green credentials in corporate advertising may be a helpful start, but
without leadership by example, the attractiveness of working for these companies is
instantly damaged.

Corporate mission and values statements are worthless when not lived by the
executives who proclaim them. Those executives who are the guardians of busi-
ness reputation must ‘collectively’ share personal values representing the mission.
This becomes their unique leadership ‘brand’. Mealy-mouthed and inconsistently
applied organizational values statements indicate a poorly crafted and non-compel-
ling purpose, without a clear imperative to follow and focus. The catalytic nature
and position of leadership culture in business (Aitken, 2007) is highlighted in
Figure 11.1.

‘Walking the talk’ still remains the most powerful weapon in the leadership-
of-change armory; it is the most personal and observable way leaders acting in
concert can send out priority cues for staff, both for business outcome and culture
change shifts. So, for example, if major cost reductions are required, leaders would
do well to take the medicine, perhaps through salary constraint, before expect-
ing others to do likewise — we have many recent leadership ante-heroes who have
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Role modeling —
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Figure 11.1 Leaders’ ‘walk the talk’ of change.

failed spectacularly on this count. Holding up the video camera to change leaders as
they go about fulfilling this everyday role may become the most profound form of
change leadership development available to us.

Some questions for future research and practice concerning change leader develop-
ment and change implementation through change leadership are as follows.

Research:

— Adequacy of how we currently assess the impact of leaders on business life
(cross-sectional, self-report, indirect impact questionnaire measures)?

— Do we need more observational, longitudinal, qualitative and experimental
studies to test the relative power of different social influence mechanisms
employed in workplaces (social influence as a living, everyday process)?

— Can we learn anything about expectation/behaviour shaping from other
research paradigms (family life, sports coaching, etc.)?

Practice:

— Are we training leaders with the best development methods (e.g. coaching on
role modelling/communicating specific culture/s relevant to the HR/business
strategy)?

— Are we selecting leaders with the most appropriate assessment methods (e.g.
observing if and how they socially influence followers)?

— Are leadership teams fully aware of their own leadership culture before
attempting to influence their business culture through HR strategy (can they
practice what they preach)?
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I Forecasting twenty-first century change leadership roles

Whilst it is always dangerous to project ahead, building on the work of Dart and Stace
(1999), we present some future facing change leader roles in the following table, which,
when combined, would form a formidable 21st century change leadership collective.

Vision/Values/Value
Leader

Techno Leader

Capability Leader

Metrics Leader

Manager—Leader

Behavioral Science
Leader

Wisdom Leader

Blending the respective purposes of
financial and societal stakeholders —
generating new forms of capitalism where
emotional contagion is self-regulated — rise of
socioeconomic—environmental entrepreneurs,
balancing making money with risk to business
endurance and eco-sustainability

Evolving a new generation of bio-tech,
info-tech, nano-tech, clean-tech and all-tech
combined companies

Focused exclusively on figuring out the
core capabilities required in the business, sourcing
their most effective provision and deploying them
smartly for the benefit of both people and the
organization

Identifying the measures across the business
system which can track progress in the
relationships between work processes, work
practices and work cultures

Ensuring business and workplace activity
fits together to deliver effectively and with quality
to clients and customers

Behavioral economics may be the forerunner
discipline of a universal approach to considering
models of organization and business conduct,
combining economics, psychology, sociology,
politics and philosophy

Responsible for developing the learning/
knowledge/experience/reputational ‘brain” and
‘heart’ of the company
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Looking ahead for change leadership development
practitioners and researchers

Change leadership will become increasingly driven by the power of the Internet,
where the ‘crowdsourcing’ phenomenon (Howe, 2008) is gathering pace. Business
is beginning to draw down the ideas of online communities composed of like-
minded enthusiasts for particular products and services that were once the sole
province of employees. Crowdsourcing has its genesis in the open source move-
ment in software, an example being the development of the Linux operating system.
The social connectivity of the Internet means that work can often be organized
more efficiently and effectively in the context of communities of interest rather than
single corporations, based on the simple idea that the best person to do a job is the
one who most wants to do that job. For example, Proctor and Gamble (P&G) had a
notoriously insular corporate culture which led to stagnation in growth and reduc-
tion in market value via a poorly performing R&D function (only 15% of its new
products and innovations originated outside the company).

Under a new CEO and an initiative called ‘Connect and Develop’ this figure
ended up beyond 50%, whilst market value also since climbed dramatically. As
A.G. Lafley (the CEO) explains in his book (The game changer): at the time P&G
employed 8,500 researchers and we figured out that externally there were another
1.5 million similar researchers with pertinent areas of expertise, so why not pick
their brains? To reach this community the company has either created or partnered
with Internet-based engines such as YourEncore, a website where scientists can
work part-time on projects posted by companies such as P&G. Recognizing that
intellectual capital is increasingly found in Eastern Europe, China and India,
another site called InnoCentive allows in-house P&G R&D staff to post a problem
with solutions rewarded whilst P&G retains the new intellectual property created.
The Apple iPhone applications production and reward system is a similar way of
doing business with technology stakeholders.

Before we finish, let’s remind ourselves that although no one can dispute the
change leadership achievements of Richard Branson and his contemporary high
profile coterie, there are legions of pioneers quietly and carefully activating change;
tacitly enriching our lives for no other reason than that they believe in what they do.
Here are some names worth following for the way they approach change leadership;
Harriet Lamb (Executive Director of the Fairtrade Foundation), Delia Derbyshire
(Composer of Electronic Music), Bill Dunster (Green Architect), Mel Young
(President of the Homeless World Cup), Mohammad Yunus (Microfinance guru),
Armand Hadida (fashion retailer), Neil Birnie (responsible tourism entrepreneur),
Tim Smit (founder of The Eden Project), Margaret Schutte-Lihotski (inventor of the
fitted kitchen) and Camila Batmanghelidjh (founder of Kids Company).
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Finally, we leave you with a recent claim for the discovery of the seat of human
wisdom, suggesting there may be a basis in neurobiology for wisdom’s most universal
traits (reported by Leake, 2009). Given it may be sometime before we introduce
brain scanners into executive selection, we commend our book as a means of
enhancing change leadership development wisdom in a more traditional, albeit
contemporary, way.
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