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      FOREWORD

      
         In 1996, I published a book titled Leading Change. Based on work done over the previous decade, it examined why change efforts so often failed to live up to expectations.
         It reported common errors organizations made while implementing new strategies, adding new IT systems, reorganizing, acquiring
         and integrating other firms, or attempting to change their cultures. The book presented an eight-step pattern that illustrated
         and explained how some enterprises succeed while so many others fail to achieve their goals. The pattern starts with creating
         a sense of urgency and ends with institutionalizing change in the organization’s culture.
      

      Within three or four years, the book had achieved some notable success, but many of the people using the “formula” from Leading Change were asking for more advice and help. Deloitte Consulting suggested we jointly conduct additional research, with Dan Cohen
         acting as project head on the Deloitte side. We did so by sending a team of people to find concrete stories about significant
         organizational change efforts. Interviews were conducted in close to one hundred organizations from around the world. We published
         what we learned in 2002 as The Heart of Change—a book containing not only analysis but real-life stories reported by real people dealing with very real problems within
         all kinds of organizations.
      

      More than any other single finding, we discovered in this second project that people changed less because of facts or data
         that shifted their thinking than because compelling experiences changed their feelings. This emotional component was always
         present in the most 
         successful change stories and almost always missing in the least successful. Too many people were working on the mind without
         paying sufficient attention to the heart.
      

      Two years later, we were told the Leading Change formula was being used by more organizations in North America than any other single change model. We were also told that
         additional concrete tools, tactics, and advice would be helpful. So, Dan and Deloitte launched a third project. This time
         they developed many practical methods, assessments, and diagnostics, based on their experiences in their own consulting assignments.
         The book you’re reading presents those tools and represents a practical companion to the original two books.
      

      The Heart of Change Field Guide takes the insights from the earlier research projects, adds a wealth of experience that the Deloitte people have had with
         many change projects, and translates all this into a deeper level of actionable material. It provides the reader with questionnaires
         to assess problems and challenges. It offers very specific issues a team needs to address. It’s filled with checklists. It
         has a level of how-to that is much more specific than that of the first two books.
      

      It is hard for me to believe that anyone coping with change, and most certainly anyone who has read the original books, cannot
         find something here of clear and substantial value. In some ways, this book is like a thesaurus or dictionary for a writer.
         You don’t use all of it all the time, but it is an essential companion.
      

      Since the vast preponderance of evidence says that the rate of change will only continue to increase, it is also hard to conceive
         that the tools in this field guide won’t be even more helpful five years from now.
      

      —John Kotter

      Cambridge, Massachusetts

      January 2005

   
      INTRODUCTION

      Leading Organizational Change

      
         Change remains the crucial challenge for organizations. Since The Heart of Change was published in 2002, I have traveled around the world talking with leaders about changes they are making in their organizations.
         Universally, they tell me that the pace, amount, and complexity of change only continue to increase, with no sign of letting
         up. They also admit that successful change almost always requires more of their time than they anticipate. In fact, a number
         of them indicated that during a major change effort, they spend upwards of 40 percent of their time focused on the initiative.
         Moreover, when we discussed the emotional side of change, they wholeheartedly agreed on the vital role that emotional investment
         plays, not only during implementation but also in sustaining the change for the long haul.
      

      During our discussions, leaders told me that the flexible framework of the eight steps in The Heart of Change, as opposed to a more conventional, rigid approach, helped them in planning and designing their change programs. The real-life
         stories offered as a part of each step also helped them to really see how emotions help in successfully navigating change. Many suggested that a guide offering templates 
         as well as diagnostic tools to help them structure their approach would be invaluable in bringing the eight steps to life.
      

      This guide is intended to help anyone involved in or planning a change effort to design an initiative that utilizes the eight
         steps of change. It can be viewed as the third installment of the eight-step change process introduced by John Kotter in 1996
         with Leading Change and followed by The Heart of Change ( John Kotter and Dan Cohen) in 2002. The intent of the prior two books was, first, to introduce the eight steps and then
         to offer real-life examples of how the steps have been applied in organizations. This “field guide” is meant to go even further,
         to provide readers with the concrete tools, templates, advice, and insights for successfully achieving lasting change in their
         own organizations.
      

      The Field Guide is literally meant to be a guide, not a workbook. With its many questions, diagnostics, and frameworks, it’s meant to help individuals and teams plan and
         execute a change by providing insights into the process of change rather than a detailed recipe. It should be used as a catalyst
         to provoke thoughtful discussion and action that will ensure the success of a change initiative rather than be seen as a rigid
         set of procedures and practices.
      

      A Systematic Approach to Leading
Organizational Transformation

      Before going into greater detail about how this guide can be used, it may be useful to provide an overview of the eight-step
         model for change. The model suggests that successful change is most often achieved by following a rolling eight-step process.
         Our additional field work and research at Deloitte has shown that these eight steps may be usefully grouped into three major
         phases in a transformation: (1) creating the climate for change, (2) engaging and enabling the whole organization, and (3)
         implementing and sustaining the change. (See figure I-1 for a visual representation of the model.)
      

      
         FIGURE I-1

      

       Eight-step process for leading successful change
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      Creating a Climate for Change

      The first phase involves building the needed level of energy to get the change off the ground.

      1. Increase Urgency

      In this first step, change leaders must build a sense of urgency about the needed change by heightening energy and motivation.
         To do this, they will need to reduce the fear, anger, and complacency that may have built up in their organizations.
      

      2. Build Guiding Teams

      The next step is to mobilize leaders who are focused, committed, and enthusiastic and can lead the change because they:

      
      	Have a deep understanding of the why, what, and how of the change.

      	Model the “right” behavior.

      	Hold both themselves and others accountable for results.

      

      3. Get the Vision Right

      
         Step 3 involves creating a clear, inspiring, and achievable picture of the future. The vision must describe the key behavior
         required in the future state so that strategies and key performance metrics can be created to support the vision.
      

      Engaging and Enabling the Whole Organization

      The second phase is all about getting all of the stakeholders involved in the change by demonstrating leadership.

      4. Communicate for Buy-In

      During this phase, change leaders must deliver candid, concise, and heartfelt messages about the change in order to create
         the trust, support, and commitment necessary to achieve the vision.
      

      5. Enable Action

      In this step, leaders must bust the barriers that hinder people who are trying to make the vision work by developing and aligning
         new programs and designs, and by identifying processes that are ineffective.
      

      6. Create Short-Term Wins

      During this step, leaders must reenergize the organization’s sense of urgency by achieving visible, timely, and meaningful
         performance improvements to demonstrate that progress is occurring.
      

      Implementing and Sustaining the Change

      The final phase is centered around insuring that the change is lasting by leaders being tenacious.

      7. Don’t Let Up

      This step is critical to ensure that the guiding teams are persisting, monitoring and measuring progress, and not declaring
         victory prematurely.
      

      
         8. Make It Stick

      In this final step, leaders must recognize, reward, and model the new behavior in order to embed it in the fabric of the organization
         and make the change “the way we do business here.”
      

      The Nature of Change and the Eight Steps

      A few key principles govern the use of the eight-step model:

      
      	Every step is necessary. Each step in the process establishes a solid foundation on which to build change. Therefore, few change efforts will progress
         very far if any one of the steps is omitted.

      	The process is dynamic. Although the preceding statement may suggest that creating change is a linear process, large-scale transformation is never
         that straightforward. The process of change is, by nature, dynamic. As a result, the change process might start in the middle,
         with creating a team or establishing a few short-term wins in order to boost urgency. Alternatively, it may be necessary for
         leaders to increase urgency (step 1) while also enabling action (step 5) and creating short-term wins (step 6) to energize
         the organization and create the climate for change. Short-term wins are also essential for creating credibility and momentum
         so that the organization is totally engaged in the change.

      	Several of the steps can happen simultaneously and continuously. Some steps, such as communicating or increasing urgency, are typically executed continuously during the change process to
         generate the energy needed to make the change a reality.

      	Change is an iterative process. The change process frequently requires retracing steps in order to successfully move forward. 
         Some steps, such as building a sense of urgency or creating guiding teams, will be revisited several times in the course of
         a transformation.

      

      Two Approaches to Change

      As illustrated in The Heart of Change, two approaches generally can be used in change efforts: analysis-think-change and see-feel-change. The work that led to that book showed us, however, that changing behavior is less a matter of giving people analysis to influence their thoughts than it is helping them to see a truth that will influence their feelings. Both thinking and feeling are essential, and both are found in successful organizations,
         but the true heart of change is in our emotions. The flow of see-feel-change is more powerful than that of analysis-think-change.
      

      Table I-1 compares these two approaches side by side. Understanding the distinctions between analyzing and seeing is critical
         because, for the most part, in the business world we use analysis-think-change much more frequently, competently, and comfortably
         than we use see-feel-change. Shifting our focus to the see-feel-change approach takes a very conscious effort.
      

      Using This Field Guide

      Each of the eight steps described inspires change by speaking to people’s emotions. This field guide offers guidance, approaches,
         and tools to lead change by gauging what the people in the organization see and feel. By design, you will not see many methods
         here that involve analyzing statistics. What you will see are systematic approaches to addressing people’s fears, concerns,
         anger, complacency, excitement, or motivation. This is what this guide is all about: helping you keep urgency and energy up
         so that resistance stays down. If the energy that urgency generates is not maintained, the effort needed to be successful
         in the other steps will fall short, and the fruits of the change will not be realized.
      

         TABLE I-1

      

         Two approaches to change: logic and emotion

      
         
            	
               Analysis-Think-Change
            	See-Feel-Change
         

         
            	1. Give people analysis.
     Information is gathered and analyzed,
     reports are written, and presentations
     are made about problems, solutions, or
     progress
               in solving urgency, teamwork,
     communication, momentum slippage, or
     other key problems within the eight steps.
            	1. Help people see.
     Compelling, eye-catching, dramatic
     situations are created to help others
     visualize problems, solutions, or progress
     in solving
               complacency, strategy,
     empowerment, or other key problems
     within the eight steps.
            
         

         
            	As a result …
            	As a result …
         

         
            	2. Data and analysis influence how we think.
     The information and analysis change
     people’s thinking. Ideas inconsistent
     with the needed change are dropped
     or modified.
            
            	2. Seeing something new hits the emotions.
     The visualizations provide useful ideas that
     hit people at a deeper level than surface
     thinking. They evoke a visceral response
     
               that reduces emotions that block change
     and enhances those that support it.
            
         

         
            	3. New thoughts change behavior or reinforce changed behavior.
            	3. Emotionally charged ideas change behavior or reinforce changed behavior.
         

      

      Source: Reprinted with permission from John P. Kotter and Dan S. Cohen, The Heart of Change: Real-Life Stories of How People Change Their Organizations (Boston: Harvard Business School Press, 2002), 11.
      

      

      Whom is this guide meant to help? It is written for just about anyone responsible for or significantly involved in an organizational
         change effort. More specifically, by offering a framework for creating successful transformation, this guide provides guidance
         and tools to leaders, teams, and organizations:
      

      
      	It supports and guides leaders of organizational transformation by defining a systematic approach for leading change and providing tools for evaluating
         the effectiveness of their change efforts.

      	It provides teams working on change initiatives with practical guidelines on how to effect successful change.

      	
         It offers organizations a consistent approach to leading change, in both language and method, that serves as a foundation for capturing and leveraging
         experiences from diverse initiatives within an organization.

      

      The overall approach used in this guide has three distinguishing characteristics:

      
      	It is diagnostic. It focuses on asking questions, offering suggestions and alternatives, and exploring potential challenges. This approach
         helps visualize problems, solutions, or progress in the change effort in order to affect people’s emotions and evoke action.
         It is a framework to guide and support change leaders through important aspects of leading change.

      	It is scalable. The approach can be used to lead organization-wide transformation as well as focused changes specific to a unit within the
         organization. It provides checkpoints that help leaders tailor the process to suit their needs.

      	It is flexible. It can be tailored and adapted to reflect the unique aspects of each change initiative and each part of the organization.

      

      The guide is best used to:

      
      	Plan the approach for achieving each step in the change process.

      	Identify what factors will enable or hinder the success of the change effort.

      

      To increase effectiveness of the steps, integrate your use of this guide with other ongoing efforts that:

      
      	Focus on communication throughout the entire change process.

      	Attempt to capture the learning from both successes and failures to leverage your experience.

      	
         Measure the progress of the change.

      	Get constant feedback on your approach. Use a coach or colleague as a sounding board for new ideas and practices.

      

      Chapter Structure

      As in The Heart of Change, each chapter in the Field Guide describes a step in the change process. In the interest of providing an even more practical and hands-on guide to help implement
         the eight-step process, I’ve broken down each chapter into the following logical and easy-to-understand parts:
      

      
      	Purpose: Defines the nature and aim of the step within the change process.

      	Approach: Describes the key activities involved in the step.

      	Outcomes: Identifies the optimal results of the step.

      	Key Implementation Challenges: Explores the challenges that may emerge in the implementation of this step.

      	Gauging Effectiveness: Provides a diagnostic tool for assessing the effectiveness of each step as it is implemented.

      	Suggestions for Improvement: Suggests approaches for successfully navigating the step.

      	Communicating in This Step: Defines the focus and challenges for communicating and getting feedback at each step.

      	Stories to Remember fromThe Heart of Change: Provides challenging questions regarding change initiatives by referring back to some vivid stories from The Heart of Change.

      	More Resources: Offers suggestions for where to learn more about the step.

      

      
         Since this eight-step process is dynamic, and each step in this book is framed more or less as a self-contained module, feel
         free to turn directly to the step you are interested in reading about. If you have an interest in learning more about short-term
         wins before how to get your vision right, go straight to the section on short-term wins. If, however, you are coming to the
         eight steps for the first time, it makes sense to read the chapters in order so you can better understand the logic and cumulative
         power of the entire process. (In fact, read The Heart of Change and Leading Change as the natural and best introduction to the overall process.)
      

      Now, on to step 1, increasing urgency!
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      PART I

      Creating a
Climate for
Change

      
         A COMMON SCENARIO WHEN A LEADER OF an organization decides to undertake change is to begin planning immediately for the tactical implementation. Most leaders
         are quick to devote time, energy, and resources to redesigning new work processes or preparing new technology. However, little
         energy, if any, is spent getting the people within the organization ready for change.
      

      Since the release of The Heart of Change, I have traveled around the world talking with top organizational leaders about transformation. Most agree that the most
         common reason their initiatives failed was that they did not address the people-related challenges—not that they didn’t get
         the processes right or that the technology was not ready. If leaders acknowledge that projects fail for people-related reasons,
         why don’t they do something about it from the beginning of 
         their transformation effort? The answer is simple—it takes a lot of time and energy. So instead, they focus on the aspects
         that are more tactical and expect people to get on board. You’ve probably heard a leader say something like, “This is the
         direction we are going, and you just need to accept it and move on.” Rarely does this approach result in lasting change.
      

      This is why the first three steps are so important in the eight-step model—they work collectively to create a climate for change within an organization. Without a high degree of energy and urgency for change at all levels, the workforce will never embrace
         change, and lasting transformation will be harder, if not impossible, to achieve. By moving beyond the typical project steering
         committee to building multiple guiding teams in all levels of the organization, you create momentum and build commitment.
         Finally, the third step helps create a climate for change by providing a vision that people can rally around.
      

      If you fail to create a climate for change, you are putting your transformation at risk. You give those individuals who choose
         to resist the change effort a solid platform from which to recruit others—people who would have been supporters if the proper
         climate had been set. Furthermore, even if the change is achieved, it takes much longer and is more costly in terms of both
         budget and effort.
      

      To help you understand how to move through the first three steps, I encourage you to read the next three chapters, which focus
         exclusively on creating a climate for change within your organization. As you read these chapters, keep in mind that maintaining
         a climate for change requires you to periodically revisit the principles from these first three steps throughout the transformation
         to ensure that people do see and feel a supportive climate.
      

   
      STEP 1

      Increase Urgency

      
         In successful change efforts, the first step is making sure sufficient people act with sufficient urgency—with on-your-toes
         behavior that looks for opportunities and problems, that energizes colleagues, that beams a sense of “let’s go.” Without enough
         urgency, large-scale change can become an exercise in pushing a gigantic boulder up a very tall mountain.
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